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CHAPTER 1
THE SIGNIFICANCE OF THE BUTTE ANACONDA & PACIFIC RAILROAD
AS A PIONEERING RAILROAD
In the las t  quarter of the nineteenth century, the world demand 
for copper skyrocketed as e le c t r ic i ty  usage expanded. One of the 
world's richest copper deposits was found in Butte, Montana. Butte was 
a typical mining camp whose early residents were seeking instant wealth 
by discovering s ilv e r  or gold deposits. While these metals were found, 
large developers were also attracted to the Butte deposit because of 
i ts  copper reserves. As the market fo r copper became more a ttra c tiv e ,  
these developers launched massive e ffo rts  to find , acquire, and extract 
the mineral. Competition grew as the developers schemed to bring more 
ore reserves under th e ir  control. The most successful s tra teg is t was 
Marcus Daly, who eventually consolidated a l l  the holdings on the Butte 
H il l  under one organization then known as the Anaconda Copper Mining 
Company (ACM Company). Because the infrastructure was underdeveloped, 
Daly had to ship his ores and receive his supplies by horse-drawn 
wagons traveling between Butte and Corrine, Utah. In 1881, the 
Utah & Northern Railway reached Butte and ra ilroad transportation  
became the lifeblood of the booming c i t y . l  In his e ffo rts  to 
consolidate and make his operations cost e ffe c tiv e , Daly sought to
In terpre tive  Guide to the M-10 Tour of the Butte H i l l , "  1987, 
Renewable Technologies, In c .,  Butte.
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develop a l l  the aspects of mining, transporting, and refin ing  the ore. 
Because of an inadequate water supply, Daly b u i l t  his smelter twenty- 
six miles west of Butte, at a s ite  that was to become the c ity  of 
Anaconda. At th is time, a ra ilroad , not part of Daly's organization, 
was then b u i l t  to haul the ores to Daly's smelter. In 1891, a b i t te r  
rate b a tt le  developed between the ra ilroad  known as the Montana Union 
and the ACM Company. Daly temporarily closed down his smelter and thus 
eliminated the ore tonnage that sustained the Montana Union. In the 
interim , Daly b u i l t  his own ra ilroad to handle the ores when the 
smelter reopened. These two actions caused the sudden demise of the 
Montana Union. Daly's ra ilroad , the Butte, Anaconda & Pacific Railway 
(BA&P) opened in 1893 and at once became the primary commercial artery  
between the c i t ie s .  Steam engines powered fre ig h t and passenger 
tra in s , but by 1901, tonnages and costs proved s u ff ic ie n t ly  severe to 
cause the BA&P to consider other options. Studies proved conclusively 
that the ra ilroad would become much more e f f ic ie n t  by switching from 
steam to e le c t r ic i t y .% From these studies, the BA&P made the decision 
to convert to e le c t r ic i ty  that not only improved th e ir  operation but 
also established i t  as an important element in the history of American 
ra ilroads.
The railroad completed i ts  conversion to e le c t r ic i ty  in 1912.
Of the 114 miles o f mainline, sidings, spurs and r a i l  yard BA&P track, 
seventy-five miles were e le c tr i f ie d  including the branch l in e  that  
extended up the Butte H i l l  to the underground mine operations. This 
portion of the l in e  was known as the Missoula Gulch Line.
2 lra  L. Swett, "Butte Anaconda BA&P," Interurbans Magazine. 
(Winter 1969): 107-27.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
In those days, e le c tr i f ic a t io n  was on the cutting edge of 
ra ilroad  technology. The BA&P went a step further and increased the 
voltage from the customary 600 and 1,200 volts to 2,400 vo lts , the 
highest ever demanded, thereby introducing solutions to complex 
problems shared by railroads worldwide. For example, special 
switchboard apparatus had to be designed. These included c irc u it  
breakers with h igh-intensity magnetic blowouts and special insulating  
schemes not required for lower-voltage designs.
The locomotives were produced by General E lec tr ic , and from 
1913 to 1917, twenty-eight units were delivered. These units operated 
eight passenger tra ins da ily ; however, the real demands came from 
hauling ore. Trains, consisting of th ir ty  or more fu l l  cars, were 
loaded at the Butte H i l l  yards and hauled to the Rocker yards at the 
bottom of a 2.5 percent grade. At Rocker, the tra ins were consolidated 
into units of more than one-hundred cars fo r the t r ip  to Anaconda.
These heavy tra ins were pulled by two and sometimes three e le c tr ic  
locomotives.3 The BA&P claimed these were the longest, and heaviest 
tra ins  in the United States at that time. The size of the loads, and 
the fac t that the locomotives were the "new 2,400 vo lt e lectrics"  
provided General E lec tric  with excellent advertising m ateria l. The ads 
touted increased effic iency with low maintenance costs.* {See Appendix 
A.) As a resu lt ,  the BA&P received considerable national attention.
The locomotives drew th e ir  power from overhead catenary wires suspended
3 lra  L. Swett, "Butte Anaconda BA&P," Interurbans Magazine. 
(Winter 1969): 107-27.
* Ib id ,  122.
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from metal hangars mounted on poles placed along the sides of the 
track. These wires, sixteen feet above the right-of-way, required 
periodic maintenance. In 1913, a crew consisting of a foreman and two 
linemen operated a gas car equipped with an extension ladder for  
maintenance a c t iv i t ie s .  The ra ilroad used th is  makeshift equipment 
until adequate equipment could be obtained. Subsequently, a one and 
one-half ton Federal truck, equipped with a tower was placed in 
service. The tower supported a platform upon which the linemen stood 
to reach the catenary. This car was used for twelve years; however, i t  
proved to be too small and too slow.5
This maintenance equipment was replaced by a self-propelled  
unit described in Appendix B. The basic specifications were that i t  
have the a b i l i ty  to cover the system with a safe speed of fo rty  miles 
per hour and operate at th is  speed in e ither d irection . This unit, 
known as the M-10, was modified several times in succeeding years and 
saw service from 1925 until 1967.
A fter the Anaconda Company constructed a m ill in Butte, the 
tonnage flowing to the smelter in Anaconda was greatly  reduced. This 
coupled with ris ing u t i l i t y  costs and obsolescence, caused the BA&P to 
r e t i r e  a l l  e lec tr ics  in 1967. In 1969, crews pulled down the overhead 
wire, thereby permanently closing BA&P e le c tr ic  operations. The 
ra ilro a d , now completely diesel powered, continued to haul copper 
concentrates in a slurry form to the Anaconda smelter fo r further  
re f in in g .
Spred W. Bellinger, "Maintenance of the Catenary System on the 
B-A. and P. Ry," General E lectric  Review (February 1927): 87-92.
5
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CHAPTER 2
THE EVOLUTION OF THE TOURIST RAILROAD CONCEPT 
The phasing out of the BA&P e lectrics  was only the beginning of 
change to the area ra ilroad  industry. Labor unrest, deteriorating ore 
grades, fa l l in g  copper markets, and obsolescence contributed to the 
decision announced by Anaconda Company o f f ic ia ls  in September 1981 that 
the smelter would be closed. The impacts were foreseen to be 
catastrophic for the Anaconda community. Of the 4,846 workers in the 
Deer Lodge County labor market,® 22 percent had jobs at the smelter or
were employed by the BA&P.? The need for the ra ilroad  almost
disappeared except for moving copper concentrates ten miles west of 
Butte to an interchange with the Union Pacific  Railroad.
The p light of Anaconda generated several r e l ie f  programs 
including a community impact fund financed by the Anaconda Company; 
several specific assistance programs sponsored by the U. S. Economic 
Development Administration for tra in ing , capital plant development and 
general economic development; and a varie ty  of "in-kind" assistance 
from other area agencies and units of state government.
Part of th is  in-kind assistance was provided by the Montana
Energy and MHD Research and Development In s t itu te  (MERDI). Since one
®U.S. Department of Commerce, Bureau of the Census, Countv and 
City Data Book. ((Washington, D .C .): Government Printing Office,
1983), 333.
?AFL-CIO, Technical Assistance Training Report. October- 
November 1983, 2.
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of the objectives of th is three-hundred employee Butte firm concerned 
economic development, management assembled a group of i ts  employees to 
assist in developing a set of strategies and programs to lessen the 
impacts on the Anaconda community. The group consisted of individuals  
that had relevant professional backgrounds and a personal in terest in 
the welfare of the Anaconda community.
The task force then began to research various components of the 
area economy. Since tourism was being promoted by local development 
groups and chambers of commerce, the task force included th is sector in 
i ts  early  studies.
During the seventies and early eighties, the size and impacts 
of Montana's to u ris t trade were widely debated. Some maintained that 
the seasonality and low pay of jobs servicing tourists did not improve 
Montana residents' overall quality  of l i f e  and taxed the sta te 's  
in frastructure . Proponents argued that tourism sa tis fies  the demands 
fo r part-tim e seasonal employment in low-skilled positions and that its  
impacts go fa r  beyond d irect employment in service industries. Since 
tourism was a major focus of state-sponsored economic development 
strategy, state government was anxious to show that tourism had 
s ign if ican t impact and potential for the state economy. In that 
regard, they sponsored two f a i r l y  broad studies that would provide 
evidence of the nature and extent of the impacts. The Old West 
Regional Commission also conducted an area wide study that essentia lly  
addressed the same issues. These three studies provided important 
information to the task force:
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
0 In 1979, nearly 8 percent of S ilver Bow County's
employment was in tra ve l-re la te d  industries while mining 
also accounted for 8 percent.®
0 In a survey of seven-hundred individuals who were e ither
touris ts  or d ire c t ly  involved in the to uris t industry in 
the United States:
0 2 percent mentioned Montana as a vacation
destination.
0 2 percent mentioned Montana as a destination for
which they have recently seen or heard advertising.
0 Tourists are unfamiliar with things to do and see in
Montana.
0 For approximately four of every f iv e  tourists in Montana,
Montana is not th e ir  vacation destination. Most are on 
th e ir  way to or from somewhere else, 
o Montana lacks positive elements that help travel agencies
sell i t  in the market, such as information on where to go 
and what to do in specific places.
0 The size of the state and distances between attractions,
notably the "travel corridor" between Glacier and 
Yellowstone Parks, make i t  d i f f i c u l t  to arrange group 
tours because of the time required to move from one 
attraction  to another.
The task force also made an inventory of the area economic 
factors. Transportation f a c i l i t i e s  included the nearby juncture of two
®U.S. Department of Commerce, Bureau of Economic Analysis.
8 ,
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in te rs ta te  highway systems, nearby service of three major ra ilroads, 
and the existence of a well-maintained, short-line  ra ilroad that could 
provide a connection to the major ra ilroads. However, since Anaconda 
is served by an excellent highway, the value o f the ra ilroad as a 
general fre ig h t operation was neglig ib le . In terms of passenger 
service, highways once again made the ra ilroad an impractical 
a lte rn a tive . In addition, Anaconda serves as the headquarters for the 
Intermountain Bus Line and competition from a r a i l  transport system 
might have only displaced jobs provided by Intermountain.
Just before the smelter closure, Anaconda smelter management 
began a project to co llec t, refurbish, and display ra ilroad a rt ifa c ts  
from the BA&P. This project prompted several key individuals to become 
interested in the history of the BA&P operations, and the display 
became popular with area residents. The MERDI task force conducted 
several interviews with these individuals and shared the information 
that i t  had collected. These discussions evolved into a focus on 
tourism. Considering the needs of a successful tourism program 
id e n t if ie d  by the studies previously discussed, the assets of the two 
communities were iden tif ied  as follows:
Location:
0 Crossroads of two in ters ta te  highway systems that are
collectors of numerous routes frequented by 
trave le rs /to u ri s ts .
0 Comfortable day's drive to e ith er Yellowstone or Glacier
Park.
9,
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F a c i l i t i e s :
0 Adequate lodging and a wide varie ty  of excellent
restaurants.
Existing A ttractions:
0 H istorical sites--numerous buildings, locations, and
developments that provide interesting insights into the 
mining, smelting, and ra ilroad industries; nationally  
famous battlegrounds; and archeological s ites .
0 Outdoor recreation potential--mountain lakes, blue-ribbon
trout streams, skiing, and huge expanses of prim itive and 
wilderness areas.
In order to cap ita lize  on these assets, a series of objectives 
were defined:
0 Promote Butte/Anaconda as a component of the Yellowstone
and Glacier Park to uris t regions.
0 Establish Butte/Anaconda as a base for one- or two-day
excursions to nearby attractions or a c t iv i t ie s .
0 Promote internal attractions such as the Mining Museum and
the V is itors  Center.
0 Increase the emphasis in the re ta i l  sectors to capture
to u ris t trade.
0 Develop special events to a ttra c t  tourists and
conventions.
In order to accomplish these objectives by cap ita liz ing  on the 
area's resources, a strategy evolved to establish a to u ris t railroad  
that would serve as a core a c t iv i ty  from which several other functions
10
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would evolve. The task force researched a few other tou ris t railroad  
operations and found that they indeed were successful in attracting  
to u r is ts . For example, New Mexico's Cumbres and Toi tec carried 38,000 
passengers; the Durango to Silverton, Colorado, operation carried  
172,000; and the Mount Rainer Scenic ra ilroad in Washington state 
carried 28,000.
n
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PART I  
HISTORY OF THE CONCEPT
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CHAPTER 3
THE MONTANA UNION: THE FIRST ATTEMPT 
Organization
Even before the project developed to any degree of d e fin it io n ,  
i t  became clear that i t  would require resolution of cumbersome issues 
and a considerable amount of influence and money to make i t  
operational. In the midst of a period when adventurous schemes seemed 
p a rt ic u la r ly  p r o l i f ic ,  establishing c re d ib i l i ty  became a c r i t ic a l  
objective. The f i r s t  task was to assemble an organization that by 
v ir tu e  of i ts  membership alone would carry respectab ility  and 
authority . The specifications were that i t  should be established as a 
non-profit organization empowered to co llect and disburse funds from a 
varie ty  of sources. Second, the organization should re f le c t  jo in t  
partic ipation  from both Butte and Anaconda. Third, the membership 
should consist of individuals recognized as authorities in f ie ld s  that 
would be relevant to the development and operation of the project. 
Fourth, the members should have authority to commit resources and 
declare policy fo r the organizations that they represented.
On February 24, 1981, the Montana Union Railroad Company was 
incorporated with the following membership:
0 Chief Executive, Butte-S ilver Bow County
0 City/County Manager, Anaconda-Deer Lodge County
n
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0 Director of Anaconda Smelter Industrial Safety, Hygiene 
and Security; Anaconda Company.
0 Past President, BA&P Railroad
0 Anaconda attorney
0 Vice President, Center for Innovation, a subsidiary of
MERDI
0 President, Butte World Museum of Mining
The board of directors was envisioned to be a policy setting  
group that would provide direction and assist individuals who were 
active ly  working the project on a da ily  basis. For the development 
phase, MERDI and Anaconda Company employees staffed the project. As 
the project developed and funds became availab le, a fu ll - t im e  s ta f f  
would be hired to carry out the a c t iv i t ie s  of the organization.
Operating Strategy
The basic strategy involved a tra in  consisting of 1920 vintage 
coaches pulled by a steam locomotive. The unit would operate on the 
twenty-six mile track between Butte and Anaconda. The track winds 
through sections that are scenic. Yet, there are areas that have been 
la id  to waste by mining and smelting operations. The variety  of th is  
landscape provided unique opportunities for the ra ilroad to 
dramatically describe the beginnings, the growth, and the demise of the 
mining, smelting and ra ilroad industries. These settings would stage a 
fast changing script fo r tour narrators. The t r ip  would require 
approximately one and one-half hours each way.
14
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The ra ilroad  was scheduled for activation during the summer of 
1981 and would include the following a c t iv i t ie s :
0 The tra in  would make one round t r ip  per day, four days a
week, Thursday through Sunday. Trips would originate in 
Butte at the World Museum of Mining with a stop at 
Fairmont Hot Springs, at the midpoint of the route, and 
then proceed to Anaconda.
0 Events would be arranged that might include a tra in
robbery, panning for gold, stops for backpackers, and 
commentaries on prehistoric and h is to ric  features of the 
area.
0 The tra in  would consist of a parlor car, two enclosed 1920
vintage passenger coaches, and one or two open cars pulled 
by a period steam locomotive.
0 Tours of the Anaconda V is itors Center, box lunches in
Washoe Park, and h is toric  films would be offered at the 
Anaconda end.
0 In Butte, schedules would be coordinated with the Chamber
of Commerce c ity  tours, and v is its  to the Berkeley P it  
mining operation and other points of interest would be 
offered.
0 Special excursions would be arranged for conventions and
would include dinner tra ins with summer stock plays in 
either c i ty .
0 S tatic  displays of area ranching, smelting, railroading
and mining would be constructed along the route.
IS
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Safe and re lia b le  operations were crucial elements in the plan. 
Based on requirements of the BA&P Railroad and the experience of other 
to u r is t  ra ilroad  operations, the Montana Union established the 
following guidelines:
0 All operating personnel would be c e r t i f ie d  and licensed by
appropriate agencies.
0 All equipment would conform to specifications and would be
inspected on a regular basis by the Federal Railroad 
Administration.
0 All track maintenance would be undertaken by the BA&P 
Railroad.
0 All major repairs and maintenance work on the locomotive 
and ro llin g  stock would be done by the BA&P under a 
contractual agreement.
o The project w il l  be managed by a fu ll - t im e  s ta f f  with a 
background in ra ilroad operation/tourism and recreational 
a c t iv i t ie s .
The operation plan envisioned terminal points at the World 
Museum of Mining in Butte and an existing passenger station at the 
northern end of Anaconda's business d is t r ic t .  At each end, s a te l l i te  
tours o f each c ity  were to be availab le, carrying the h is toric  theme 
established by the ra ilroad . Other a c t iv i t ie s ,  coordinated with tra in  
arr iva ls  and departures, included outdoor picnics and barbecues, summer 
stock plays, and demonstrations of crafts  practiced during the past.
The ra ilroad  would also construct a way station at Fairmont Hot 
Springs. Tours available could occupy a passenger for two hours or a l l
IQ
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day. The strategy was to capture as many to u r is t  dollars as possible 
by using the ra ilroad  as the core a c t iv i ty .  On summer evenings, dinner 
theatre tra in s  would be offered on a reservation basis.
The plan also envisioned agreements to cover maintenance 
a c t iv i t ie s ,  provide operating crews, and most importantly, establish a 
lease through which the Montana Union would gain operating privileges  
on the BA&P mainline.
Equipment
Advertising for touris t railroads ty p ic a lly  includes a 
photograph of a steam locomotive pulling three or more pre-1940 vintage 
coaches. Steam power seems to have a particu lar attraction  and 
ra ilroad buffs w il l  travel long distances to ride one of these units. 
The task force and other individuals started with th is strategy and 
developed a source f i l e  with the assistance of the BA&P. Surprisingly, 
there are several sources with varying specialties in th is type of 
equipment. I t  soon became apparent that locating satisfactory  
equipment would not be a major obstacle.
Costs
Numerous to u r is t  ra ilroad operations exist in the United States 
and Canada. In order to gain some of th e ir  experience and insights, 
several contacts were made to gather data regarding th e ir  ro llin g  
stock, maintenance requirements, price of fares, length of runs, number 
of passengers, length of operating season, insurance coverage, and 
general financial condition. A to ta l of th ir ty - th re e  inquiries were
17
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made that enabled the Montana Union organizers to construct start-up  
and operating budgets. Several aspects of the financia l considerations 
were important; however, there were issues that needed to be resolved 
at the onset:
0 Cost of labor, equipment, and start-up expenses.
0 Amount of revenue required to ensure survival.
0 Amount of capital and sources needed to launch a
successful operation.
0 Number of fares that could be expected.
The Montana Union was able to generate considerable information 
addressing these issues through i ts  contacts with other touris t  
railroads and through discussions with BA&P o f f ic ia ls .  The data 
provided an eye-opening perspective of what i t  costs to operate a 
ra ilro a d . As a resu lt ,  the organization was able to construct the 
budget in Table 1, and since the Montana Union had to demonstrate its  
s u rv iv a b il ity ,  costs were projected over a five-year period.
The costs in the table were based on an operating season that 
extended from Memorial Day through Labor Day, roughly Montana's tourist  
season. The administrative expenses, however, provided for a fu ll- t im e  
manager with a s e c re ta r ia l/c le r ic a l assistant on a fu ll - t im e  basis 
during the operating season and part-time during the off-season.
Yearly increases include in f la t io n  and merit increases for s ta f f  that 
would remain at the start-up levels .
Equipment budgets were developed on the basis of prices 
obtained from owners, estimates of repairs and modifications obtained
IB
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from equipment inspections, and a projection of routine and major 
maintenance based on projected hours of operation,
TABLE 1
FIVE-YEAR BUDGET FOR THE MONTANA UNION RAILROAD
Category Year 1 Year 2 Year 3 Year 4 Year 5
Personnel :
Admini s tra t i  on $34,940 $44,699 $49,168 $54,081 $59,484
Operations 14,947 25,068 27,604 31,359 34,487
Subtotal Personnel 49,887 69,767 76,772 85,440 93,971
Equipment Purchase 110,000 0 0 0 0
Equipment Repair 25,000 20,000 20,000 51,000 22,000
Equipment Maintenance 5,248 8,883 9,765 11,594 12,753
Fuel 11,480 19,404 21,420 25,568 28,015
Trade Lease 3,000 3,000 3,000 3,000 3,000
Insurance 10,000 10,500 11,000 13,000 14,000
Promotion 26,000 39,000 25,000 18,000 21,400
Office Equipment 1,000 0 0 0 0
Office Rent 3,300 3,960 4,356 4,800 5,280
Telephone 1,600 2,500 2,500 2,500 2,500
Office Supplies 950 760 790 870 900
Travel 2,000 1,700 1,700 1,700 800
Accounting Services 2,004 2,202 2,424 2,670 2,940
Loading Platform 25,000 0 0 0 0
Note Payable 0 0 0 0 8,400
Expenses $276,473 $181,675 $178,727 $220,142 $215,960
Source: Montana Union Railroad, "A Proposal to Establish the Montana
Union Railroad Company," A p ril ,  1981, p .15.
While a marketing plan had not been adopted, the promotion 
budget was sized to allow for national advertising and was supplemented 
by a generous telephone budget. The travel budget did not provide for 
extensive personal sales c a lls . Rather, i t  was intended to support 
administrative travel a c t iv i ty .
Fuel costs were based on information obtained from discussions 
with to u r is t  railroads that operated steam locomotives. Costs included 
transporting coal from eastern Montana mines.
19
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BA&P management provided the estimates for l i a b i l i t y  insurance. 
These costs vary with the number of passengers serviced during a 
twelve-month period.
Accounting costs supported a monthly maintenance of accounts by 
a local firm , but did not include audit expenses.
The loading platform budget represented a rough estimate of 
costs of building a sheltered boarding platform at Fairmont Hot 
Springs.
F in a lly , the note payable in the f i f t h  year budget was an 
outcome of a five -year cash flow analysis.
The expense budgets were developed using the experience of 
other to u r is t  ra ilroads. The revenue was more d i f f ic u l t  to project 
since Montana's isolation from population centers created uncertainty. 
The Montana Union had a f a i r  appreciation of to ta l costs; however, the 
budget in Table 1 did not divulge when the expenses would occur, nor 
did i t  reveal the cash position of the operation on a monthly basis.
Cash Flow and the Question o f S u rv iv ab ility
The level of passenger loadings was a nagging question 
throughout the project, even in the formative stages. I t  became a 
predominant issue when the organizers became aware of the magnitude of 
the costs of the operation. Projections were d i f f i c u l t  since most 
other to u r is t  railroads that were contacted were located near large 
population centers. Therefore, th e ir  markets were stronger and much 
cheaper to penetrate on a per capita basis. The Montana Union's 
estimates were, therefore, developed on a percentage of capacity that
2Q
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changed with the monthly fluctuations of the to u ris t t r a f f ic  in 
Montana. Sophisticated correlations were not made, but rather general 
trends in t r a f f ic  were used to project peak periods.
These projections together with the monthly revenues and 
expenses fo r a five -year period, beginning in 1982, are provided in 
Appendix C. (Revenues and expenses are presented in 1981 dollars;  
however, the five -year project represents any five-year period.)
The revenues shown in Table 2 and Appendix C were merely the 
product of the number of passengers and the average fare . The fares 
were based on the estimated costs for a single round t r ip  and were 
modified somewhat subjectively to re f le c t  an amount that would be 
considered reasonable by potential customers.
The in i t i a l  cash available to s ta rt the operation consisted of
three highly speculative sources: The c it ie s  of Butte and Anaconda
would contribute $50,000 each and the Montana Department of Commerce
would supply $125,000. The Montana Union knew from the outset that 
th is  heavy in i t ia l  in jection of start-up capital was c r i t ic a l .  The 
cash flow for the f i r s t  season based on an estimated passenger loading 
of 6,345 was positive for a l l  twelve months; however, cash balances 
declined through the year.
In order to impart a degree of conservatism, the Montana Union 
did not plan increases in i ts  passenger loadings in the following 
years. As start-up capital was the only projected source of nonticket 
cash, the ra ilroad had to show an increase in passenger revenue. (An 
exception occurred in the f i f t h  year when i t  became necessary to borrow 
$20,000 to cover extraordinary maintenance costs a fte r  the fourth
21
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season.) The revenue growth resulted from fare increases of 13.85 
percent in the second year, no increases in the th ird  year, a 14.86 
percent increase in the fourth year, and a 16.47 percent increase in 
the f i f t h  year.
Table 3 shows estimated loadings fo r the second through the 
f i f t h  years. The increases are based on an additional operating month 
over year 1 while the da ily  average loadings remained constant. The 
differences in year 2 through year 3 are caused by varying numbers of 
operating days.
TABLE 3
PROJECTIONS OF PASSENGER LOADINGS FOR THE MONTANA UNION 
FOR THE FIRST FIVE YEARS
May Jun Jul Aug Sep Total
Year 1 0 0 2,430 3,240 675 6,345
Year 2 350 1,600 4,000 3,400 650 10,000
Year 3 350 1,700 4,000 3,296 650 9,996'
Year 4 1,050 850 4,000 3,708 780 11,338
Year 5 1,225 1,908 3,400 3,914 910 11,007
Source: Montana Union Railroad, "A Proposal to Establish the Montana
Union Railroad," A p ril ,  1981
23
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CHAPTER 4
AN ANALYSIS OF THE FAILURES AND SUCCESSES OF THE MONTANA UNION
Organizational Planning and Project Development 
At f i r s t  glance, the challenges that faced the organizers of 
the Montana Union consisted of the normal project start-up  
requirements. Capital, gaining acceptance and support for the concept, 
and working out the operational deta ils  consumed much of the 
development e f fo r t .  Even in retrospect, these issues s t i l l  emerge as 
c r i t ic a l  to the start-up phase. But despite the attention that these 
areas received, the project fa i le d  because of another factor that was 
not controllable by the organization. The Montana Union was unable to 
convince the parent corporation of the Anaconda Company, A tlantic  
R ichfie ld , to permit the touris t railroad to operate over the BA&P 
system. A tlan tic  Richfield declined the proposal on the grounds that a 
passenger operation on th e ir  ra ilroad would expose the company to 
unacceptable l i a b i l i t y  risks. This decision was made a fte r  the idea 
received endorsement from local and regional Anaconda Company 
o f f ic ia ls ,  giving the organizers reason to believe that the l i a b i l i t y  
issue would not be an insurmountable problem. Questions concerning 
l i a b i l i t y  had surfaced during the very e a r l ie s t stages of planning and 
considerable attention had been given to insurance coverages to include 
both Anaconda and A tlan tic  R ichfie ld . Indemnification clauses were
24
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included in proposed lease agreements, and research was conducted in 
s im ilar arrangements that were successful in other areas of the United 
States. The Montana Union recognized that the acquisition of operating 
rights would be a long process. The project meanwhile had many other 
areas that needed attention, and as a resu lt, much time and e f fo r t  were 
invested in research and planning in order to be prepared to in i t ia te  
the project once the operating rights problems were resolved. 
Unfortunately, the quality  of the plans remained untested in a real 
environment.
To place things in perspective, the project's  development phase 
included some features that propelled the concept forward at a 
respectable pace. The complexion of the board of d irectors, for  
example, produced a feeling of mutual tru st between key organizations 
and individuals from both communities. The influence of the 
directorship provided a signal that th is was a serious undertaking.
And as a resu lt ,  the project was able to acquire information, 
p u b lic ity , and the attention of decision-making bodies that may not 
have been as readily  available i f  the directorship consisted of a 
d if fe re n t  level of individuals. Secondly, the depth and thoroughness 
of the planning e f fo r t  produced an additional measure of c re d ib i l i ty .  
During th is  period of crises for Anaconda, a broad range of "save the 
community" ideas were proposed. The Montana Union was able to separate 
i t s e l f  from the undeveloped ideas by formulating a professional 
approach that tr ie d  to objectively address such issues as financial 
f e a s ib i l i t y  and impacts that i t  would have on the area economies.
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Financial Planning
Financial planning produced indications that should have 
presented some real questions about the ra ilroad as a self-sustaining  
operation. The cash flow projections, produced by Montana Union 
organizers and contained in Appendix C, show some trends that may have 
lead to eventual bankruptcy unless some additional sources of revenue 
could be generated. The following series of graphs, derived from the 
cash flow projection, depict a declining cash position over its  f i r s t  
f iv e  years of operation.
The points in each month re f le c t  the net balance of cash 
remaining a fte r  considering new revenues generated for that month plus 
carryover cash from the previous month less the monthly expenses. The 
f i r s t  year shows a large infusion of cash for equipment purchase and 
modification early in the year, and a start-up of passenger revenue 
occurring in July. The upswing continues as revenue consisting 
e n tire ly  of passenger revenue outstrips the operating expenses. As the 
season draws to a close in September, the cash is steadily reduced by 
the administrative and general overhead expenses that continue 
throughout the year. In March, a heavy promotion campaign requires a 
cash outlay of $10,000 and a l ik e  amount fo r A p ril .  A moderate 
addition to revenue occurs with the start-up of railroad operations.
The cash position improves slowly in June and then takes a jump in the 
peak season months of July and August. The trend of the f i r s t  year 
continues from September on as the administrative/overhead costs 
continue without o ff-s e tt in g  revenue. In March, the decline of the net 
position is much more precipitous as the need for extensive equipment
2Q
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F i g u r e  1 -----  M o n th ly  Net Cash P o s i t i o n s  f o r  t h e  F i r s t  F iv e  Years
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F i g u r e  1 -----  M o n th ly  Net Cash P o s i t i o n s  f o r  t h e  F i r s t  F i v e  Years
( c o n t i n u e d )
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Figure 1 —  Monthly Net Cash Positions for the F irst  Five Years
(continued)
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maintenance is foreseen. These costs are added to the promotion costs 
that were planned for the f i r s t  year.
These trends continue through the th ird  year. In the fourth 
year, the equipment was scheduled for an extensive overhaul requiring a 
cash layout of $40,000, which results in a negative cash position in 
May of the f i f t h  year. The cash position is recovered by an $8,400 
note that is repaid in August of the same year.
Surv ivab ility  becomes questionable i f  the end-of-season net 
cash continues to be less favorable with each passing year. In fact, 
the p r o f i ta b i l i t y  analysis for the second year shows ominous signs of 
forthcoming financial problems. Table 4 presents a contribution
29
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TABLE 4
MONTANA UNION RAILROAD COMPANY 
CONTRIBUTION INCOME STATEMENT 
FOR YEAR TWO
Total Per Unit
Sales $148,000 $14.80
Less variable costs:
Operations $25,068
Equipment repair 20,000
Equipment maintenance 8,883
Fuel 19.404
Total variable costs 73.355 7.34
Contribution Margin $74.645 $ 7.46
Less fixed costs:
Administration $44,699
Insurance 10,000
Promotion 26,000
Office equipment 1,000
Office rent 3,300
Telephone 2,500
Office supplies 760
Travel 1,700
Accounting services 2.202
Total fixed costs $92.161
Net loss ($17.5161
Break-even fares:
Fixed expenses/unit contribution margin = $92,161/$7.46 =
12,347 fares 
Break-even sales:
Fixed expenses/contribution margin ra t io  = $92,161/.5044 = 
$182,729
approach income statement for a year that should be representative of 
annual performance.
30
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The loss position forecast fo r the second year as identif ied  by 
the above is an important piece of financial planning that was not 
considered by the organizers. In fac t, cost-volume-profit 
relationships were lost in the overriding concern for cash flow during 
the start-up phases. I f  the planning e f fo r t  had included p ro f i ta b i l i ty  
analysis, some eye-opening facts would appear.
The assumptions in Appendix C indicate an expected passenger 
count o f ten thousand fo r the second year. Obviously, the operation is 
not se lf-sustain ing. In addition, the projected loadings may have been 
optim istic , especially in view of the newness of the organization and 
the cost of the fares. For that matter, the yearly estimates for 
loadings were l i t t l e  more than guesses. The point is that while 
expenses can be estimated with a f a i r  degree of accuracy, revenues 
cannot.
These expenses place tremendous pressure on the accuracy of 
revenue projections. Despite the fact that the organization would 
enjoy a healthy cash flow posture in at least the f i r s t  three years, 
the organization may have been better o f f  with a less ambitious program 
for the f i r s t  few years in order to gain some experience in the 
m arketability  of the concept as well as operation characteristics:
0 Shorter runs that would cost less should have been planned 
for the f i r s t  season.
0 Steam locomotives are comparatively expensive to operate, 
so perhaps diesel locomotives should be used except for 
weekends, holidays, or charters.
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0 Some of the s ta f f  should be eliminated. Positions such as 
the secretary and t ic k e t  s e l le r  could be combined.
Secondly, as shown in Table 4, the operation has a high 
percentage of fixed costs. To maximize the contribution of the 
investment in fixed costs, every e f fo r t  should be made to increase the 
number o f operating days. Since the season coincides with the vacation 
season, slumps in the number of loadings during the week days may not 
have been so severe as to warrant a shutdown. Off-hours maintenance 
plus ensuring that back-up units were available would be necessary.
In conclusion, the Montana Union was destined for fa i lu re  i f  
the experience coincided exactly with the plan. For financial 
v ia b i l i t y ,  some outside funds would have to be injected in order to 
ensure su rv iva b il ity .  These funds would have to be made available on a 
grant basis; and since the objective of the ra ilroad was to assist the 
growth of the local economies, i t  would not make much sense to burden 
area resources, leaving foundations and federa l/s ta te  resources, which 
are d i f f i c u l t  to acquire. Most l ik e ly ,  the Montana Union would have 
recognized the problems and would have scaled the operation back to a 
level that was less expensive to run and also more affordable to area 
fam ilies .
The value of the e f fo r t  l ie s  in the experience factor in 
developing a concept. The organizers were successful in generating 
enthusiasm for a program that was to survive in concept for several 
years.
3?,
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PART I I
THE EVOLUTION OF THE NEVERSWEAT & WASHOE
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CHAPTER 5
CHANGES TO THE ORIGINAL PROJECT ENVIRONMENT
During the period from 1981 through 1985, several short-lived  
attempts were made to find a lte rnative  routes fo r the Montana Union.
All of these fa ile d  because of a lack of development capital and/or the 
l i a b i l i t y  issue that destroyed the BA&P system project.
In 1985, a series of events occurred that affected the start-up  
potential of the project:
1. The State of Montana acquired the entire  BA&P right of way 
and leased i t  to a group of former BA&P employees newly 
organized as the Rarus ra ilroad . Since the owners of this  
new group were heavily involved in the Montana Union 
project, they were fam ilia r  with the concept, and as a 
matter of fac t, shared some enthusiasm for i t .
2. Area mining a c t iv i ty  had v ir tu a l ly  ceased with the closure 
of the Berkeley Pit and eventually the Continental East 
P it .  A tlan tic  R ichfield closed a l l  i ts  Butte operations 
and was active ly  seeking a buyer for a l l  th e ir  properties. 
On December 18, 1985, the Washington Corporation bought 
a ll  the Butte properties and within a short period of 
time, announced that they intended to re-open the surface 
mine located southeast of the Berkeley. The mining
34
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company operated as Montana Resources, Inc. (MRI). In the 
spring of 1987, a portion of th is  company's holdings on 
the Butte H i l l  were sold to an Australian-based company. 
This group organized under several corporations, each 
chartered to operate within a certain area of the Butte 
holdings. They also announced th e ir  intention of 
re -activating  the underground mines.
3. The city-county was fortunate to have an aggressive 
management and a council that was c learly  committed to 
bring Butte from near financial collapse to a c ity  having 
a promising future. One of i ts  many objectives was to 
create innovative approaches to build a d ivers if ied ,  
growing economy. Faced with a declining tax base, the 
c ity  government turned to the private sector to help with 
tasks that could not be financed or staffed by municiple 
resources. As a resu lt, the c ity  gained commitments from 
i ts  corporations that led to establishing nationally  
sign ificant undertakings such as the United States High 
Altitude Sports Center that in s t i l le d  a high measure of 
enthusiasm and confidence.
4. Despite a clear re jection of the Montana Union project by 
A tlan tic  R ichfie ld , the public enthusiasm that evolved 
continued throughout th is period. Media attention to 
other attempts to create a to uris t ra ilroad kept the 
public 's interest in the concept a live .
5. The a v a i la b i l i ty  of start-up capital from federal sources 
v ir tu a l ly  disappeared with the budget cuts during the
35
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Reagan Administration. Agencies such as the Economie 
Development Administration, with whom Butte and Anaconda 
had developed a successful re lationship, no longer had 
programs available to them for general economic 
development a c t iv i t ie s .  As a resu lt, new sources of 
capital had to be found.
While the Montana Union corporation was dormant through th is  
period, i ts  organizers maintained awareness of those issues that had 
sealed i ts  fa te  on the f i r s t  project. When the state acquired the 
BA&P, a new opportunity surfaced. As discussions progressed with the 
state and with Rarus, i t  became clear that the state would support a 
to u r is t  ra ilroad  concept; however, Rarus balked at the notion of a 
to u r is t  ra ilroad operating over its  mainlines. During th is early  
period, Rarus had very l i t t l e  t r a f f ic ,  but with the advent of the new 
mining a c t iv i ty ,  th e ir  hopes of getting more business appeared 
promising. Consequently, they expected t r a f f ic  to increase steadily . 
But the most important issue proved to be the old l i a b i l i t y  problem. 
Rarus could not ju s t i fy  the exposure of a passenger operation on tracks 
that i t  leased and maintained.
There was an a lte rnative  however. An isolated spur of the 
ra ilroad  known as the Missoula Gulch Line, described in Part 1, would 
not be used by Rarus in the foreseeable future. The l in e  was short 
(approximately seven miles), passed through Butte's h is toric  mining 
d is t r ic t ,  was in reasonably good condition, and had a siding that 
entered the Butte Mining Museum. I t  seemed to be the key everyone had 
been searching fo r. When Rarus was approached, they readily accepted
3Q
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the concept and soon provided invaluable assistance regarding the 
technical aspects of getting the project underway.
Circumstances which stopped the Montana Union had changed; 
however, the new opportunity introduced several issues related to the 
new proposed route. The corporation recognized that the jo in t  
community partic ipation  which had been a cornerstone in the f i r s t  
e f fo r t  now had l i t t l e  reason to be included. Fortunately during th is  
interim period, the Butte Historical Society, with the assistance of 
the Anaconda Minerals Company, the National Trust for Historic  
Preservation and the Montana H istoric Preservation Office commissioned 
a study to outline a coordinated series of management a c t iv it ie s  
necessary to ensure the protection, investigation, and u t i l iz a t io n  of 
area h is to ric  fea tu res .H  The plan included a to u ris t railroad  
operation as well as preservation and development of mining, smelting 
and ra ilroad history. Since the plan had not iden tif ied  an en tity  that 
could reasonably hope to accomplish i ts  objectives, a strategy 
developed wherein the old Montana Union board would adopt th is master 
plan as i ts  development blueprint. Butte and Anaconda would again 
jo in t ly  sponsor the e f fo r t  since the program's a c t iv i t ie s  would include 
projects in both communities.
The f i r s t  task involved re-organization of the Montana Union 
corporation to re f le c t  its  expanded scope. Nominations for membership 
were based on related s k i l ls  as well as constituency and authority.
The membership was expanded to nine seats which included the most
llRenewable Technologies, In c .,  "The Butte-Anaconda Historical 
Park System Master Plan 1985."
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senior elected o f f ic ia ls  of the two municipal governments, senior 
department heads from both governments, an attorney, an architectural 
h is torian , an experienced museum developer, state leg is lators  from each
area, a marketing expert, a financial planner, and a railroad
operations expert. The membership also provided a balanced 
representation of residents from both communities.
In the organization meeting, the directors elected to change 
the name to the Butte/Anaconda Historic Park and Railroad Corporation 
(BAHP) in order to re f le c t  its  broadened interests. While the railroad  
was selected as the f i r s t  project to be developed, i t  was perceived as 
a l in k  to other projects that were targeted for development during the 
next several years.
The start-up plan considered many issues:
1. Capital--How much was needed? When? From where? On what
terms?
2. Equipment--What kinds of ro ll in g  stock would be required? 
How much renovation would be needed, and what historical 
significance would be served?
3. Operations plans--What route and schedule would be
developed for the f i r s t  season? What kind of program 
would be offered to customers? What s k i l ls  should 
employees have and how large should the crews be?
4. Finances--How much would the operation cost? What should
the fares be? How many fares could be anticipated for the
f i r s t  season?
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5. Promotion--How could local support be developed? Which 
markets should be targeted? How large should the 
promotion e f fo r t  be and what media would be the most 
effective?
6. Maintenance--Who should do it?  Where should i t  be done? 
How w il l  i t  be done?
7. Training--What s k i l ls  should be developed? What resources 
are available? How w il l  tra in ing be carried out?
8. Legal issues--What documents, licenses, permits and 
contracts w il l  be required? What organizations w ill  have 
ju r isd ic tio n  over operations?
9. Staff--What types of s k i l ls  w il l  be required? How many 
individuals should be hired? From where? How much do 
they need to be paid? How w il l  they be hired?
The next section describes how the corporation resolved these 
questions and secondly, analyzes the effectiveness, of the ac tiv it ie s  
during the f i r s t  year.
39
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
CHAPTER 6 
PROJECT DEVELOPMENT PLAN
Selecting and Modifying the Equipment 
BAHP recognized that i ts  sources of start-up capital were 
lim ited and with the experience of the Montana Union, the corporation 
knew that i t  had to re s tr ic t  i ts  in i t i a l  operation to one that involved 
the least cost. Some capital was needed, and the MERDI organization 
agreed to provide $25,000 on a low in terest, long term note. These 
funds provided the impetus to seriously begin looking for ro lling  
stock. The c r i te r ia  was that i t  had to be inexpensive, m o v e a b l e , 12 and 
repairable. With the help of the Rarus and Montana Western Railroads, 
BAHP found a powered maintenance car that had been purchased from the 
old BA&P by a Bozeman, Montana, tra in  buff. The car was the M-10 
mentioned in the Introduction. The unit was stored outside and 
deterioration had set in. BAHP negotiated lease terms for $1.00 per 
year for the f i r s t  f ive  years and a fee of $.10 per passenger. This 
arrangement was of a great help to BAHP since i t  eliminated capital 
outlays for equipment purchase and spread the cost of using the vehicle 
over a period when i t  was generating revenue.
I^ noTE: Moving older ra ilroad equipment on operating railroads
is nearly impossible because of concern fo r potential damage to tracks 
and other equipment and also because of the rules and regulations of 
the Federal Railroad Administration.
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Moving the unit to the Rarus shops in Anaconda involved placing 
the car on a flatbed truck and transporting i t  via the in tersta te  
highway system. Crews and equipment from Butte-S ilver Bow completed 
the job in less than two days with no cost to BAHP.
Two sk illed  mechanics were hired to upgrade and repair the 1951 
Buick "straight 8" engine, i ts  e le c tr ic a l system, and drive l in e
components. In addition, a carpenter was hired to replace s i l l s ,  set a
new f lo o r,  and repair the wainscoting on the exterio r. These three 
individuals were augmented by a volunteer group that provided several 
hundred weekend hours painting, cleaning, and repairing the roof. The
in te r io r  of the unit had to be completely modified to accommodate
passengers. Walls and work benches were removed, solid panel doors 
were modified to enhance passenger viewing, a l l  glass was replaced with 
heavy plexig las, and benches made by the Butte Sheltered Workshop were 
ins ta lled  to provide seating for twenty-eight passengers. The 
renovation was completed in time for a short promotional project in the 
early f a l l  of 1986.
The objective of the promotion was to present the M-10 to the 
public and to establish that a Butte tou ris t ra ilroad was a re a l i ty .  
Several tours were given that included the governor and his s ta f f  and 
other state o f f ic ia ls ,  local service and promotional groups, and the 
media.
During the next several months, the corporation addressed 
issues concerning the actual method of operating including selecting  
and tra in ing  s ta f f ,  researching area history to provide a basis for  
tour narrations, itemizing track modifications, establishing an
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operating season and schedule, ensuring that the corporation was 
complying with laws and regulations of oversight groups, and developing 
advertising strategy.
Track A lterations and Roadbed Repair
The Missoula Gulch Spur, as shown in Figure 2, extends from a 
junction with the Rarus mainline at Rocker and then proceeds up through 
the heart of Butte and the mining d is t r ic t .  The route includes two 
switchbacks, one in the Kelley Mine yard and the other approximately 
one and one-half miles to the west. Despite the fact that tra ins had 
not used the spur since 1957, the track was in reasonable condition, 
except fo r approximately six hundred feet that had been torn out during 
the EPA/Anaconda reclamation project. Other less serious problems 
included pavement overlays at street crossings and a few ra i l  sections 
missing near the Mining Museum.
BAHP recognized that the M-10 would have to be stored in a 
protected area during the operating season. Since the t r ip  to Anaconda 
involved daily  travel over twenty-six miles of Rarus track, some 
arrangements for storage had to be found in Butte. An agreement was 
reached with the Mining Museum to store the unit inside the Museum's 
fenced perimeter. A temporary panel track into the Museum had been 
la id  several years e a r l ie r  to move some ra ilroad equipment in for 
display; however, the NS&W would be using th is section of track 
regularly  and therefore, BAHP invested approximately $2,000 to upgrade 
the siding.
In early May 1987, the Montana Public Service Commission 
conducted a complete inspection over the proposed operating route.
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Several minor problems were iden tif ied  and in order to assure that the 
M-10 would not operate on the Rarus mainline, two switches were ordered 
clamped closed. The Public Service Commission made a follow-up 
inspection on June 29, 1987, and c e r t i f ie d  the condition of the 
ra ilroad .
S taffing  and Training
One of the keys for a unique experience establishing the NS&W 
as a qua lity  operation involved the type of s ta f f  that was to be 
employed. Since BAHP consisted e n tire ly  of volunteers, the tasks that 
had to be performed regularly and accurately dictated the need for paid 
workers. The concept of sta ffing  the operation with volunteer labor 
was considered by the directors but was quickly dismissed on the basis 
of the need for 100 percent r e l ia b i l i t y .  The constraint of a lim ited  
budget made i t  equally clear that the s ta f f  had to be productive and 
fu l ly  employed. The f i r s t  position to be f i l l e d  was that of a 
secretary/bookkeeper. A fter some consideration the board agreed that a 
half-tim e position would be appropriate. The duties would consist of 
telephone work, payroll functions, general bookkeeping, and maintenance 
of the corporate records. Soon a fte r  an individual was hired, i t  became 
clear that the duties needed to be expanded to include supervision of 
operating crews, marketing, and public re lations.
The directors appointed a personnel committee of three to 
interview and select candidates on the basis of personality, 
appearance, communication s k i l ls ,  good work ethics, and a knowledge of 
machinery. Three narrators/operators were hired, and were provided
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with research information compiled by Renewable Technologies, Inc. of 
Butte. This information was to be used by the crew to formulate a 
narrative that would be given to passengers as the M-10 proceeded along 
i ts  route. In addition, the tour guides were given a week to augment 
the research paper with facts and lore they themselves would develop. 
BAHP arranged fo r the crew to interview long-time Butte residents that 
could provide them a sense of what the mining and railroad operations 
were re a l ly  l ik e .
In order to ensure the safe operation of the ra ilroad , the 
corporation employed two high school students who would be responsible 
for flagging t r a f f i c  at street intersections and would also be required 
to perform a varie ty  of maintenance tasks.
Authentic uniforms were purchased for each of the crew members 
which were used by passenger tra in  crews during the 40's and 50's.
Operating the M-10 was a major concern fo r the corporation and 
BAHP was careful to provide tra in ing to the crews covering every 
conceivable circumstance that may arise . Rarus provided i ts  chief 
engineer as a tra in ing  consultant for the NS&W crews, and within two 
weeks, the crews demonstrated confident and safe handling of the M-10 
as well as a basic knowledge of ra ilroad  operating procedures and 
terminology. The crew tra in ing  and c e r t i f ic a t io n  process also 
included:
0 Completing a three day f i r s t - a id  seminar conducted by the 
American Red Cross.
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0 Demonstrating proficiencies to local professional
historians and members of the Board of Directors of BAHP.
0 Providing a c e r t i f ic a t io n  tour to community residents.
Operating and Maintenance Plans
The prospects of having an accident with passengers on board 
the M-10 loomed continuously before the BAHP. As a resu lt, the 
equipment had to be in top operating condition at a l l  times. Secondly, 
since the M-10 was the only operating unit of the NS&W, interruptions  
in service caused by equipment breakdowns would be into lerable . A 
planned maintenance program was absolutely essential. The crews were 
trained by Rarus to make periodic checks of the right-of-way and the 
M-10; however, no one had the experience to make adjustments in track 
gauge or inspect the M-10 for c r i t ic a l  wear points. Therefore, BAHP 
hired a part-time maintenance supervisor with experience in these areas 
who was responsible for;
o Conducting preventive maintenance.
0 Training the crews in making routine inspections of the
track and the M-10.
0 Developing a l i s t  of spare parts for the M-10.
o Recommending changes or upgrades to the M-10 that would 
enhance i ts  r e l ia b i l i t y  and new purpose.
BAHP considered several options before selecting the route that 
was used during the f i r s t  season. One that attracted some serious 
consideration was operating two routes both loading at the Mining 
Museum. The option was negated by the Montana Public Service
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Commission's insistence that a switch located near the boarding point 
be clamped in a fixed position. Consequently, the NS&W operates from a 
boarding area outside the perimeter of the Mining Museum as one 
terminus and a point immediately west of the Kelley Mine as the other.
Despite the care that had been taken in the renovation of the 
M-10, i ts  r e l ia b i l i t y  was s t i l l  questionable. BAHP decided to allow 
fo r a thorough maintenance check on the unit and the track condition by 
planning a one-day shut down per week. This procedure would be 
followed in May and June, and in July when the heaviest t r a f f ic  was 
expected, the schedule would be revised to a seven-day operation.
Crew schedules were arranged so the number of work hours would 
be d istributed evenly, and above a l l ,  the work week would not exceed a 
to ta l of fo rty  hours per employee.
Seven hourly tours per day were planned for the season that 
would begin on Memorial Day and end on Labor Day. Tours would be held 
from 11:00 a.m. to 6:00 p.m. with a one hour lunch break at 1:00 p.m. 
The actual time required for each tour was approximately fo r ty -f iv e  
minutes; therefore, f i f te e n  minutes would be available for the crews to 
sell and co llect t ick e ts , board passengers, and conduct safety checks 
on the M-10.
Marketing Plan and Public Relations 
The task of attracting  attention to the notion of a vintage 
tour t ra in  traveling da ily  through the heart of the c ity  was never 
considered to be a d i f f i c u l t  task. In fa c t ,  the Board of Directors was 
concerned premature releases of information might erode the c re d ib i l i ty
47,
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of the organization. As a consequence, the Board wanted to control its  
public re lations a c t iv it ie s  and designated the president as the sole 
spokesman fo r the corporation. Information was given to eager media 
representatives on the basis of what had been accomplished versus what 
w il l  be accomplished. Since the idea had been around for years, the 
Board wanted to establish from the outset that i ts  a c t iv it ie s  were 
care fu lly  planned and would be methodically carried out. Butte and 
Anaconda had heard too many promises.
The technique of handling competitive press agencies developed 
into a real challenge. The early stages of the project were kept 
secret by isolating the M-10 in the Rarus yards out of public view.
Only one news photographer was allowed to take a "before" picture on 
the condition that i t  would not be released or mentioned in his media 
until the directors permitted him to do so. In return, the 
photographer was assured that he would be given the f i r s t  release.
Work proceeded without coverage. Late in the summer of 1986, 
the press was invited to sample the type of operation that the NS&W 
would provide during the 1987 season. The strategy achieved the impact 
that the directors intended. Extensive state and local coverage by a ll  
the media generated excitement and anticipation from the travel/tourism  
business as well as from the general population.
Promotion budgets, described in the following section, were 
l im ited . BAHP had to confine i ts  advertising to inexpensive 
strategies. National advertising was out of the question because of 
the expense and the need to meet advance deadlines that had expired for 
the 1987 season. Regional advertising consisted solely of an ad in the
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Old West Travel Guide. This publication had a c irculation of 600,000 
and, therefore, was considered to be the optimum media for general area 
advertising.
The corporation contracted with a commercial a r t is t  to design 
the brochure included in Appendix D. Twenty thousand were ordered, and 
a d is tr ibu tion  plan was developed to cover a market area of two-hundred 
mile radius from Butte and selected metropolitan areas and touris t  
destinations. The s ta f f  followed a regular ca ll schedule to ensure 
drop locations were well supplied with brochures and other information.
Financial Plan
In 1986, one year before the f i r s t  operating season, BAHP 
raised $30,000 consisting of the MERDI loan of $25,000 and $5,000 from 
MSE, Inc. The $25,000 was a l in e  of cred it that had been established 
with MERDI; however, the cash budget in Table 5, prepared in December 
1986 by the organizers for presentation to the board of directors, 
shows that only $15,000 of the MERDI loan had been drawn to that point. 
The budget contained the following assumptions:
0 Operating season would extend from May 25 to September 12,
providing a to ta l of 104 operating days.
0 The M-IO would make seven runs per day, six days per week
in May and June; and seven days per week in July, August, 
and September.
0 Fares were projected to be $5.00 for adults and $2.50 for
children. Assuming a typical family of two adults and two 
children, an average fare was $3.75.
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Planning Data, December, 1986.
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0 Full-tim e s ta f f  would be hired at the beginning of A p ril .
Operating crews would be employed from May to September: 
Director - Full time at $12.50/hour 
Secretary - Full time at $2 .50/hour*
Operator/narrator - Full time operating season at 
$5.00/hour
Flagpersons - Full time operating season at $2.00/hour*
*  Wage subsidies were anticipated for these positions, 
o The program would be subsidized with an unidentified
foundation grant of over $48,000.
BAHP had a cash reserve of $4,780 at the beginning of th is  
period. Since revenues would not appear until May, there was a clear 
need to borrow an additional $5,000 in February and again in April to 
finance the projected a c t iv i t ie s  and maintain a positive cash flow.
Even so, the budget was too risky since a projected d e f ic i t  of over 
$16,000 was foreseen in May. While th is  scheme provided for a 
re la t iv e ly  large promotion budget, a fu l l - t im e  administrative s ta f f ,  
additional ro llin g  stock, and a structure which would serve as a 
passenger loading f a c i l i t y ,  the expense of over $85,000 le f t  a cash 
reserve of only $23,000 which included a loan of $25,000. The 
directors f e l t  that th is  plan was unacceptable and directed the 
president to develop an a lte rnative  that had a more consistent cash 
position and was more conservative.
Several itera tions of the financial plan and cash budgets were 
developed over the next few months. In June of 1987, with the 
experience of May's operation, BAHP was able to reconstruct a plan that
■ 5t
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reduced the number of passenger loadings and incorporated a grant from 
the C ity o f Butte-S ilver Bow of $26,000. The resultant cash budget, 
presented in Table 6, shows a negative cash position in November. 
However, the plan represented a more re a l is t ic  revenue projection since 
the Butte-S ilver Bow grant was in hand. In addition, the corporation 
had a l i t t l e  experience that helped shape the usage projections. 
F in a lly ,  the June plan included some a c t iv i t ie s  that were not c r i t ic a l  
to the operation and could easily  be eliminated i f  revenues were 
in s u ff ic ie n t .  Examples include a re la t iv e ly  large promotion budget, 
work on some additional equipment that was not needed for the current 
year, and additional ro llin g  stock. Summarily, the differences in the 
two cash budgets are presented in Table 7.
The two largest variations are in the labor and track repair
budgets. Under the new plan, the d irector position was eliminated, the
secretary/bookkeeper position was reduced to part-tim e, and the pay
scales of the operating crews were changed to $6.00 per hour for
narrator/operators and $3.35 per hour fo r the flagpersons. Track 
repairs were not as severe as o r ig in a lly  anticipated, and many of the 
modifications were accomplished using cheaper labor and salvaged 
materials.
With the addition of the Butte-S ilver Bow grant, BAHP decided 
to o ffe r  a subsidized fare of $2.50. The intent was to promote 
ridership from area fam ilies and, in turn, develop goodwill among local 
residents. The directors were betting that the local populace and 
other riders would provide a good recommendation to potential 
customers. The size of the subsidy was not precisely known since BAHP
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TABLE 6
BUITE/AWACONOA HISTORIC PARK AND RAILROAD CORPORATION 
CASH BUDGET 
JUNE, 1987
MAT JIM JUL AUC SEPT OCT NOV DEC TEAR
Budget Actual Budget Budget Budget Budget Budget Budget Budget Budget
T o ta l Hianber o f fa re s 424.00 424.00 1440.00 1728.00 2160.00 480.00 0.00 0.00 0.00 6212.00
BssesMSPPsssswpRsses# BPSfBPB ###«##« PMWfPMW ######*## *####***# PMSSMM
Cash ba lance, beg in . 7489.47 7489.47 1877.78 12299.51 8011.02 3312.31 1040.36 31.31 -99.94 7489.47
R eceip ts;
fa res 1060.00 1060.00 3600.00 4120.00 5400.00 1200.00 0.00 0.00 0.00 15580.00
Other 0.00 0.00 26000.00 0.00 0.00 0.00 0.00 26000.00
0.00
S ub to ta l 1060.00 1060.00 29600.00 4320.00 5400.00 1200.00 0.00 0.00 0.00 49060.47
T o ta l cash a v a ila b le
be fo re  c u r r .  financng : 8549.47 8549.47 51477.78 16619.51 13411.02 4512.31 1040.36 31.31 •99.94 49069.47
Disbursements:
Labor 1716.43 1716.43 4934.40 4891.60 5822.00 2357.84 260.00 0.00 0.00 19982.27
fr in g e 0.00 493.44 489.16 582.20 235.78 26.00 0.00 0.00 1826.58
su b to ta l - labo r 1716.43 1716.43 5427.84 5380.76 6404.20 2593.62 286.00 0.00 0.00 21808 85
S ubcontract labo r 1155.00 1155.00 0.00 1155.00
Travel 201.80 201.80 175.00 75.00 75.00 20.00 546.80
Track purchase/lease 0.00 0.00
Track repairs/m ods 0.00 0.00 1897.18 100.00 100.00 0.00 0.00 0.00 2097.18
M 10 repairs/m ods 844.83 844.83 900.00 50.00 50.00 50.00 300.00 0.00 0.00 2194.83
H-14 repairs/m ods 0.00 200.00 100.00 25.00 25.00 200.00 0.00 0.00 550.00
W 25427 reps/mods 0.00 0.00 1000.00 500.00 0.00 0.00 0.00 0.00 1500.00
R o llin g  s tock purch. 0.00 0.00
R o llin g  s tc k  reps/mods 100.00 300.00 0.00 0.00 0.00 0.00 0.00 400.00
Loading p la tfo rm 0.00 O.oo 0.00 0.00 0.00 0.00 0.00 0.00 0.00
Pole shed 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
fu e l 0.00 336.00 220.00 420.00 110.00 0.00 0.00 0.00 1086.00
Insurance 0.00 3875.00 0.00 0.00 0.00 0.00 0.00 0.00 3875.00
Promotion 2095.00 2095.00 3000.00 200.00 200.00 200.00 0.00 0.00 500.00 6195.00
SuppIies 40.93 40.93 60.00 25.00 25.00 25:00 - 25.00 25.00 25.00 250.93
P ro fess. Services 0.00 350.00 300.00 60.00 60.00 60.00 60.00 0.00 890.00
O ff ic e  re n t 100.00 100.00 50.00 50.00 50.00 50.00 50.00 0.00 0.00 350.00
Telephone 0.00 160.00 75.00 75.00 75.00 40.00 40.00 40.00 505.00
Equipment storage 0.00 150.00 150.00 150.00 50.00 0.00 0.00 0.00 500.00
Licences C Taxes 200.00 200.00 0.00 0.00 0.00 200.00
Postage 0.00 40.00 0.00 40.00 0.00 0.00 o.oo 25.00 105.00
fees 0.00 144.00 172.80 216.00 48.00 0.00 0.00 0.00 580.80
Insp ec tion s 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
M isc. to o ls  t  equ ip . 0 .00 1400.00 0.00 0.00 0.00 0.00 0.00 0.00 1400.00
Contingency CSX) 317.70 913.25 409.93 419.51 165.33 48.05 6.25 29.50 2309.52
T o ta l Disbursements 6671.69 6353.99 19178.27 8608.49 8809.71 3471.96 1009.05 131.25 619.50 48499.91
Excess (d e f)  o f cash 1877.78 2195.48 12299.51 8011.02 4601.31 1040.36 31.31 •99.94 -719.44 569.56
F inanc ing : ,
Borrow ing*
Repayments
In te re s t -1289.00
T o ta l f in a n c in g  0 .00  0 .00 0.00 0.00 -1289.00 0 .00 0.00
Cash ba lance, ending 1877.78 2195.48 12299.51 8011.02 3112.31 1040.36 31.31
0.00
0.00
-1209.00
0.00
•99.94
0.00 -1209.00 
•719.44 -719.44
Source: Butte/Anaconda H is to r ic  Park and R a i1 road-C orpora tion ,
O perating and P lanning Data, June, 1987.
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TABLE 7 
BUDGET CATEGORY CHANGES
Dec. 1986 
Plan 
( O r i g i n a l )
June 1987 
Plan
(U p d a te d ) V a r i a n c e
T o t a l  Number o f  Fares 9 . 7 3 4 6 , 2 3 2 3 , 5 0 2
T i c k e t  P r i c e $ 3 . 7 5 $ 2 . 5 0 $ 1 . 2 5
N o n - T i c k e t  Revenue 4 8 . 3 4 3 $ 2 5 . 0 0 0 2 2 . 3 4 3
T o t a l  Revenue $ 8 4 , 8 4 5 $ 4 1 , 5 8 0 $ 4 3 , 2 6 6
Labor 3 2 , 2 9 6 1 9 ,9 8 2 12 ,4 1 4
F r i  nge 4 , 8 5 9 1 ,8 2 7 3 , 0 3 2
S u b t o t a l  -  Labor 2 , 0 0 0 1 ,1 5 5 1 5 ,4 4 6
T r a v e l 0 547 - 5 4 7
T r a c k  P u r c h as e / L e a se 4 , 3 3 4 0 4 , 3 3 4
T r a c k  R ep a ir s /M o d s 9 , 9 2 0 2 , 0 9 7 7 ,8 2 3
M -10 R ep a ir s /M o d s 3 , 2 7 9 2 , 1 9 5 1 ,0 8 4
M -14 Rep a ir s /M o d s 0 550 - 5 5 0
H -2 5  and 27 Reps/Mods 0 1 ,5 0 0 - 1 , 5 0 0
R o l l i n g  Sto ck  Pu rchase 1 , 2 0 0 0 1 ,2 0 0
R o l l i n g  Stock  Reps/Mods 1 , 0 0 0 400 600
Load ing  P l a t f o r m 5 , 0 0 0 0 5 , 0 0 0
F uel 595 1 ,0 8 5 -491
I n s u r a n c e 5 , 0 0 0 3 , 8 7 5 1 ,1 2 5
Prom ot io n 5 , 7 0 0 6 , 1 9 5 - 4 9 5
S u p p l i e s 300 251 49
P r o f e s s i o n a l  S e r v i c e s 1 , 3 8 0 890 490
O f f i c e  Rent 1 , 5 7 5 350 1 ,2 2 5
Te lep h o n e 320 505 -1 8 5
Equipment  S to r a g e 758 500 258
L ic e n s e s  and Taxes 150 ' ■■ ■ 200 - 5 0
Pos ta ge 390 105 285
M -10 Lease 973 581 392
I n s p e c t i o n s 150 0 150
M i s c e l l a n e o u s  T o o ls  and Equipment 0 1 , 4 0 0 - 1 , 4 0 0
C o n t in g e n c y  (5%) 4 , 0 6 4 2 , 3 1 0 1 , 7 5 4
T o t a l  D is burs em ents $ 8 5 , 3 4 4 $48.  500 $ 3 6 , 8 4 4
Excess ( d e f )  o f  Cash ( $ 4 9 9 ) ( $ 6 , 9 2 0 ) $ 6 . 4 2 2
Cash Balance  Y e a r  End $ 2 3 , 0 0 9 ( $ 7 1 9 ) $ 2 3 , 7 2 8
Sojrce: Butte/Anaconda Historic Park and Railroad Corporation, July, 1987.
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had no way of accurately forecasting ridership. The June plan, with 
i ts  projection of 6,232 passengers, presented a break-even analysis as 
follows:
TABLE 8
BREAK-EVEN ANALYSIS USING JUNE 1987 DATA - SUMMARY LEVEL
Number of tr ip s  per year 927
Expected passenger loadings 6,232
Average passengers per t r ip  6.72
Total
$15,580
3,800
11,780
39,895
Per Unit 
$16.81 
4.10 
12.71
Percent
100. 00%
24.39%
75.61%
Sales*
Variable costs**
Contribution margin 
Fixed costs***
Break-even points:
Number of tr ip s  required 
(fixed costs/unit contribution margin)
Passengers required at $2.50 
Average number of passengers per t r ip  
Required fare at 6,232 passengers 
♦Includes revenues generated by t ic k e t  sales only.
♦♦Includes fu e l,  supplies, M-10 lease, and a portion of M-10 repairs. 
♦♦♦Excludes certain costs that were part of the Butte-Silver Bow grant 
expenditure plan.
3,139
17,478
18.85
$7.01
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While the directors were somewhat apprehensive about the 
magnitude of the r is k ,  they were aware that many of these costs were 
characteris tic  of the start-up phase. Secondly, they were confident 
that the ridership would exceed the 6,232 base estimate; however, they 
recognized that the $2.50 fare would require a subsidy of an 
undetermined amount.
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CHAPTER 7
PROJECT IMPLEMENTATION AND FIRST SEASON REVIEW
Early Season Review 
At the conclusion of July's operations, the railroad operations 
were reviewed by BAHP to evaluate i ts  performance and also to update 
and re fin e  the project plan. The operations had shifted to a seven-day 
work week, and in order to f a c i l i t a te  the collecting financial and 
planning data, a monthly business calendar was set to close on the las t  
Saturday of each month. For this reason. Table 9 budget data shows 
some variance in ridership compared with the information contained in 
Table 6. ( In  order to baseline the budget with actual account 
experience up to the beginning of the operating season. May's budget 
and actual figures are equal.) For the most part, the expense budget 
projections were f a i r l y  accurate. The o ffice  manager and BAHP board 
members d il ig e n t ly  reviewed costs and managed to keep the expenses in 
l in e  with the budget.
The operational planning proved to be quite adequate. The 
tra in ing  period gave the tour guides/operators su ffic ien t experience to 
handle unusual circumstances such as mechanical breakdowns and acts of 
vandalism. With the exception of one or two incidents, spare parts 
inventory (or at least an awareness of sources) and tra in ing were 
s u ff ic ie n t  to get the unit repaired and underway in one hour or less.
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l i b U  9 
CrnW* «udgct I9S7 
Aug. 10, 190r
RAT PUi AUG SEPT OCT am occ T [M
•.atget A ctua l •leigaC •udgef A e tw l ik i lg e t ■udget •u bg e i •uogei Ptaaget ••algae
la ta l  a# 1 #r## *24 520 1660 1519 2152 2980 2940 610 0 0 0 6026 , 5019
tr iP ff fP P M
ba lança . Cwgm. 2489.42 7489.42 1822.28 2195.68 11200.48 16067.89 11961.44 10261.05 8914.12 8514.12 8400.32 7489.47 7489 47
Ic e a ip t» :
fa r * » 1060.00 1060.20 4200.00 1228.40 5880.00 2148.50 n s o .o o 1525.00 0 .00 0 .00 0 .00 2ÛÛ65.00 119)5 40
O in«r 0 .00 0 .0 0 26000.00 26000.00 0 .00 10.25 0 .00 0 .00 0 .00 26000.00 260*0 25
0 .00 0 .00
Subcaiat 1060.00 1060.20 30200.00 29226.40 5880.00 7159.05 n s o .o o 1575.00 0 .00 0 .00 o .oo 51514 47 454)5.12
f e ta l  «•»(! a v a tia b ia
b a ie ra  C t i/ r .  rtn an cn g t 8549,42 8549.67 32027.28 31922.08 19080.48 21246.94 19311,44 11816.05 8914.12 8514.12 8409 32 51554.47 45435.12
D u burccaw n ie :
la b o r 1716.41 1716.41 4652.00 1403.04 4454.40 3664.19 5298.00 1850.50 0 .00 0 .0 0 0 .00 12921.13 •281.66
f r in g e 0 .00 465.20 325.00 445.44 1823.12 529,80 185.05 0 .0 0 0 .00 0.00 1625,49 2148.32
S k e le ta l ■ la b o r 1216.41 1216.41 5117.20 3728.04 4899.84 5487.51 5827.80 2035.55 0 .00 0 .0 0 0 .00 19596.82 109)1.98
ShAcaneraci la b o r 1155.00 1155.00 0 .00 617.00 1155.00 1792.00
T rave l 201.80 201.80 175.00 216.02 75.00 181.80 75.00 20 .00 546.80 599.62
Track pbrcna»«/lcé«.e 0 .00 0 .00 0 .00 0 .00
Track rc p a ir i/a o O a 0 .00 0 .00 1897.18 1916.55 100.00 100.00 0 .00 0 .0 0 0,00 2092.18 1916.55
8 -1 0  re p a irk /m o a * 844 81 844.83 900.00 967.17 50.00 120.93 50.00 50 .00 300.00 0 .00 0 .0 0 2194.83 1912.91
M -14 re p a ir s / in d a 0 .0 0 200.00 100.00 25.00 25.00 0 .00 0 .00 0 .0 0 150.00 0 .00
* 2 5 4 2 2  rapa/auda 0 ,00 0 .00 0 .0 0 0 .0 0 0 .0 0 0 .00 0 .00 0 .00 0 .00 0 .00
io K tn g  a loek p u re * . 0 .0 0 0 .00 0 .00
lo l l i n g  a tc k  rrpa/mooa 100.00 300.00 0 .00 0 .0 0 0 .00 0 .0 0 0 .00 400.00 0 .00
lo a d in g  p le t io r # 0 .0 0 0 .0 0 0 .00 0 .0 0 0 .0 0 0 .00 0 .0 0 0 .00 0 ,00 0 .00
P ole  hAcd 0 .00 0 .0 0 o .oo 0 .0 0 0 .0 0 0 .00 O.oo 0 .0 0 0 .0 0 0 .00
fu e l 0 .0 0 316.00 107.62 220.00 295.81 420.00 110.00 0 .00 0 .0 0 0 .00 1086.00 401.48
Ir^wTsnce 0 .00 1825.00 1825.00 0 .0 0 0 .0 0 0 .0 0 0 .00 0 .00 0 .00 1825.00 1825,00
P ro e e tio n 2095.00 2095.00 1000.00 1996.02 200.00 11.50 200.00 200.00 0 .00 O.oo 500.00 6195.00 4104 52
40.91 40.91 6 0 .00 80.06 25.00 10.48 25.00 25 .00 0 .00 0 .0 0 0 .00 175.91 131.47
P ro fa k i.  S erv ice» 0 .00 350.00 311.00 300.00 905,60 60 .00 60 .00 60.00 60 .00 0 ,00 890.00 1218 60
O f f ic e  re n t 100.00 100.00 50.00 50.00 50.00 50.00 50.00 50.00 0.00 0 .0 0 0 .00 100.00 200.00
Teifcnona 0 .00 160.00 129.21 75.00 72.09 75.00 75.00 40.00 40 .09 40.00 505,00 251.10
(«gaiement a iorago 0 .00 150.00 150.00 150,00 50.00 0 .0 0 0 .00 0 ,00 500.00 0.00
L iccncca  4 1e>et 200.00 200.00 0 .0 0 0 .00 0 .0 0 200.00 200.00
Pealaa# 0 .00 40.00 0 .00 24.56 40.00 0 .0 0 0 .0 0 0 .0 0 25.00 105.M 24.56
* 1 0  le a * * 0 .0 0 168.00 51.70 235.20 152.20 294.00 63 .0 0 0 .00 0 .00 0 .00 760.20 205.90
iru p c « t*o n a 0 .60 0 .0 0 0 .0 0 0 .00 0 .00 0 .0 0 '  0 .0 0 0 .00 0 .00 0 ,00
* i» c .  ie o ia  t  e^awip. 0 .0 0 1400.00 1694.75 0 .0 0 94.34 0 .0 0 0 .0 0 0 .0 0 o.oo 0 ,0 0 1400.00 1789,09
C ontingency  i51> 112.20 898.92 339.00 169.59 138.18 20.00 5 .00 28.25 2116.64 0 ,00
lo la l  6 i»B wr»ceicfkti 6621.69 6153.99 18877.10 15834.19 7119.04 7408.82 7761.39 2901.73 420.00 105.00 593.25 44449.40 29597.00
lacaaa  I b e f l  o f  cash 1827.78 2195.68 11200.48 16087.89 11961.44 15818.12 11550.05 8914.32 8114.32 8409.32 7816.07 9105.07 15818.12
r i fw w tn o :
•»rrew ifk0A
■•p^yM cn tt
Ttttal financing 
C«iH b a la n ce , c rd in g
.1289.00
0 .0 0  0 .0 0  0 .0 0  0 .0 0  6 .0 0  0 .0 0  *1289.00
1 8 ^ .2 8  2195.68 11200.48 18082.89 11961.44 15818.12 10261.0»
0.00
8914.12
0.00
8514,12
0 .00
8409.12
0 .00
2816.02
0.00 0.00
0.00 0.00
*1289.00 8 .00
•1289.00 8 .00
2816.07 15818.12
Source: B u tte  Anaconda H is to r ic  Park and
August, 1987.
R a ilroad  C orpora tion ,
NOTE: Since BAHP prov ided reduced fa re s  f o r  o rg a n iza t io n s  such as the
B u tte  S he lte red  Workshop, the  Kiwanis Sunshine Camp and o thers , 
m u l t ip ly in g  the  number o f  fa re s  by $2.50 w i l l  not equal the 
revenue f o r  the  months o f  May, June, and J u ly .
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other problems, such as minor vandalism, were only annoyances that 
caused isolated interruptions in service.
At the beginning of the season, the hourly tours were scheduled 
through 6:00 p.m. However, the ridership was decidedly less than 
anticipated. During the month of June, the la te  afternoon tour 
averaged less than f ive  passengers, and as a resu lt ,  was canceled. The 
schedule was also changed to include a 10:00 a.m. tour. This morning 
addition was made to coincide with the Mining Museum's hours.
Post Season Review
At the close of the calendar year (also the fiscal year), BAHP 
performed a second review of the NS&W operation. The directors and 
s ta f f  were interested in a number of issues not only fo r a 
self-evaluation of how the operation performed f inanc ia lly  and 
operationally but also to gain a better sense of what the 1988 plan 
should be. Of course, the f i r s t  concern was the issue of cash flow for 
1987. Table 8 provides actual expenditures data through December.
The expenses were e ffe c tive ly  managed. As can be seen in the 
annual budget and actual columns in the tab le , the to ta l variance 
between the two is approximately 8 percent. In view of the unknowns 
that confronted the operation, the expense budget was surprisingly  
accurate. Furthermore, with the exception of professional services and 
miscellaneous tools and equipment, each of the l in e  item amounts have 
an acceptable variance.
The professional services overrun resulted from a need for  
legal assistance in preparing the f i l in g  fo r tax exempt status.
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TABLE 10 
CASH BUDGET, 1987
M  JUL «à «  M H  0C ( M V  O fC  HêM
A c tu a l A c tu a l •««>»•< A < lu a l t u d ^ i  A c tu a l Auxtgat A c tu a l  #»#@ct A c i tM l  A u dg a l A c tu a l A W g a t A c tu a l T - ,T 1  A c tu a l
t a la l  a u a o a r « *  l a r a a  42A $ 2 *  lA W  tS S f  Z J k l 2 9 M  2940 S /A i A U  A M  «  0  0  0  0  B B0J9 #a»2
W Ê 4 ê **ta § ta » § » i§ § *» § t» ê ê » É § 9 ê Ê M f§ ê *n n ê 9 § » § » § ê ê » Ê ê ê ê ê ê »êê« § ê ê t » § tB n 9 » * ê B » a » n m m f9 9 9 9 n 9 m 9 * M 9 9 tn 9 0 0 n n 9 a999tm »90n »9êw êM 999»9êt t 9 9 U 9 tÊ êB 9 *ê 9ê m 9 9§ t9 0 ê 9 m » n » » m m m 0 m m m » m ê » m
CaaA B u la n c a . U t < n -  '4 0 *  4?  ? a W .4 f  1 1 /2 .2 *  21 V S .A * 1 1 2 0 0 .U  lA O B / . t *  I I M 1 .4 4  t » U . 1 2  I0 2 A 1 . »  I M I S . M  # 9 3 4 .3 2  12 62 1.90 # 3 1 4 .»  tO A / i . # !  * 4 W . | 2  t O / 3 F . / )  F c M .A /  2 c # *  4F
A a r ia  tOAO.OO I0 4 0 .2 B  4 2 0 0 .0 0  S /2 A .4 0  fB M .f lO  I 1 4 * . U  nS O .Q O  V&AS./O  lïT f .O O  2 1 ) 1 .0 0  0 .0 0  M .o O  O.OO 0 .0 0  0 .« 0  0 .0 0  2 0 0 * » .»  7 9 7 » .  10
O tt ia f  0 .0 0  0 .0 0  24 0 0 0 .0 0  7 4 00 0 .00  0 .0 0  1 0 .2 »  0 .0 0  1 9 0 .0 0  0  0 0  # » .» 4  0 .0 0  1 4 1 .7 *  2 7 .0 0  240OO.0O 2 * 4 /4 .9 7
B.OO 0 .0 0
S cA to C a l 10 4 0 .0 0  10 4 0 .2 0  5 0 2 0 0 .0 0  2 9 /2 4 .4 0  SB SO .M  71 99 .0 9  7 1 9 0 .0 0  9 7 9 5 .7 0  1 9 7 9 .0 0  2 2 1 4 .9 4  0 .0 0  2 9 4 .7 *  *  0 0  2 7 .0 0  B.OO 0 .0 0  95994 * 7  9 /4 * 9 .1 4
f a t a l  ca *A  a v a > la O la
t o t a r *  c w r r .  t i i w ie n a :  * 9 4 9 .4 7  * 9 4 9 .4 7  1 2 0 7 7 .7 *  H 9 2 2 .0 *  1 9 0 * 0 .4 *  2 5 24 4 .94  1 9 11 1 .44  29991 #2  1 1 45 4 .09  17249 0 0  * 9 1 4 .1 2  1 2 * 4 * 7 7  « 9 1 4 .3 2  10 *9 9 .4 1  «4 0 9 .1 2  1 0 /2 7 .7 1  91994 4 /  9 7 *4 9 .1 4
I M  17 14 .4 5  17 1 4 .4 5  4 4 9 2 .0 0  54 0 5 .0 4  4 4 9 4 .4 *  5 * 4 4 .1 9  9 2 9 *  0 *  4 0 * 1 .4 7  1 * 9 0 .9 0  2 9 * 4 .9 9  0 . 0 0  1 0 9 .04  0 .0 0  4 .2 2  0 .0 0  2 0 1 .5 4  1/97# 11 I * l 4 l . 9 2
A r i n i *  0 .0 0  4 4 9 .2 0  529 0 #  4 4 9 .4 4  18 21 .5 2  92 9  * 0  21 29  92  1 * 9 .0 9  B.OO 1 * 2 1 .1 5  0 .0 0  4 7 4 .7 4  O.BO 209 91 1429.49 4 /7 7 .4 4
« . « t o t a l  ■ l a l u r  1 7 1 4 .4 1  17 14 .4 1  9 1 1 7 .2 0  572B .04 4B99.B4 S 4 # 7 .9 t 9 * 2 7 .0 0  4 2 0 9 .1 9  2 0 1 1 .9 9  2 9 * 4 .9 9  0 .0 0  1 9 2 * 1 7  0 .0 0  4 * 2 .9 *  0 .0 0  4 0 9 .2 9  19994 42 2 2 9 2 *.1 4
k A C W f a c l  la e e f  1 1 1 9 .0 0  11 99 .0 0  0 .0 0  4 5 7 .0 0  2 2 0 .9 0  1#99 00  20 1 2 .9 0
t r a . a l  2 0 1 .4 0  2 0 1 .9 0  1 7 9 .0 0  2 ( 4 .0 2  7 9 .0 6  1 * 1 ,* 0  7 9 .0 0  2 4 0 .4 0  2 0 .0 0  9 9 .4 0  1 5 .4 0  W  #0  995 2
f r a c k  p u fc a a a a / ia a c *  O.OO 0 .0 0  O.DO B.OO
I r a c k  ra p a ira /« o c M  0 . 0 0  0 .0 0  1 * 9 7 .1 *  19 14 .9 9  1 0 0 .0 0  1 0 0 .0 0  1 9 .9 1  0 .0 0  9 4 .0 9  0 .0 0  20 94 0 .0 0  210 5 *  2 0 * 7 .1 *  2 /4 9 .« 1
■ 10 r a p a i r a / * a t a  » L 4 .0 5  « 4 4 .0 5  906 00  9 4 7 .1 7  9 0 .0 0  1 2 0 .95  9 0 .0 0  1 5 9 .7 1  9 0 .0 0  192 4 #  1 0 0 .0 0  1 6 9 . (9  0 ,0 0  # .0 0  /« 5 .4 a  « M a  *5  J lV a .O
■ 14 r a iw ir a /a o J »  B.OO 2 0 0 .0 0  1 0 0 .0 0  2 9 .0 0  29 00  0 .0 0  0 .0 0  0 .0 0  1 9 0 .60  6 .6 0
■ 2 9 4 2 / r t | M / « 0d *  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  B.OO 0 .0 0  6 .0 0  *  60 «  00
A a l l i n *  a ta c k  p u rc A , 0 .0 0  0 .0 0  0 .0 0
A a t t 'm ,  a ic a  ra p a /a u d a  1 0 0 .0 0  900 00  0 .0 0  B.OO B.OO 0 .0 6  0 .0 0  *0 0 .0 0  0 ,0 0
ia a d in «  p l a t ( » r a  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  B.OO O .M
A e U  anad 0 .0 0  6 .0 0  0 .0 0  0 .0 0  B.OO 0 .0 0  B.OO B.OO 0 .0 0  0 .0 0
f u a l  0 .0 0  5 5 6 .0 0  1 0 7 .67  2 2 0 .0 0  299 * 1  4 2 0 .0 0  2 5 9 .7 7  1 1 0 .0 0  2 6 *  2 9  0 .0 0  2 7 .4 1  0 .0 0  B.OO 2 0 .4 0  144* 90 919 99
In a u ra n c a  0 .0 0  5 0 /9 .0 0  1 0 7 9 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  0 .0 0  5079 00 1 0 /9 .0 0
a ru u o c ia n  2 0 9 9 .0 0  2 0 9 9 .0 0  3 0 0 6 .0 0  19 94 .0 2  2 0 0 .0 0  1 3 .9 0  2 0 0 .0 0  19 49 .7 9  2 0 0 .6 0  0 .0 0  * . 0 0  0 .0 0  9 0 0 .0 0  2 0 1 .0 0  *1 9 9 .0 0  9 4 * 1 -2 /
« k c # l ia a  4 0 .9 5  4 0 .9 1  6 0 .0 0  * 0 .0 4  2 9 .0 0  1 0 .4 *  2 9 .0 0  1 0 .4 0  2 9 .0 0  2 9 .0 9  B.OO 4 9 .0 0  0 .0 0  0 .1 9  0 .0 0  14 .9 4  1 /9 .9 1  2 4 / 9
/  *  #&# I c r v i e t a  0 .0 0  3 1 0 .0 0  5 1 3 .0 0  5 0 0 .0 0  9 0 9 .4 0  4 0 .0 0  4 0 .0 0  4 0 .0 0  4 0 .0 0  0 .0 0  5 /9 .0 0  *9 0  0 0  141> bO
O l f i c a  f f f u  100 .00  100.06 9 0 .0 0  10 «0  9 0 .6 0  9 0 .0 0  9 0 .0 0  9 0 .0 0  9 0 .0 0  9 0 .0 0  0 .0 0  0 .0 0  0 .0 0  Itt l.O O  100 00
l a i t t r o n a  0 .0 0  1 4 0 .0 0  179.21 7 9 .0 0  7 2 .0 9  7 9 .0 0  9 4 .2 0  7 9 .0 0  7 4 .0 *  4 0 .0 0  9 1 .9 7  4 0 .0 0  1 0 0 .0 0  4 0 .0 0  19» 12 9 0 1 .0 0  730 #1
t ia r a p a  0 .0 0  1 9 0 .0 0  19 0 .0 0  1 9 0 .0 0  9 0 .0 0  0 .0 0  0 .0 0  0 .0 0  960 00 0 .0 0
L i c x v a »  « f a . a *  JU ü.uO  2 0 0 .0 0  O.OO O.OO •7 9 0 .0 0  0 .0 0  2 0 6 .6 0  990 60
/D a ta » *  0 .0 0  4 0 .0 0  0 .0 0  2 4 .9 4  4 0 .0 0  B.OO 2 2 .0 0  0 .0 0  B.OO 2 9 .0 0  9 .0 1  10 9.00 9 7 .1 /
■ 1 0  L ta a c  0 .0 0  1 4 6 .0 0  9 5 .7 0  2 3 9 .2 0  1 9 2 .2 0  2 9 4 -0 0  4 5 .0 0  1 0 1 ,4 0  0 .0 0  * 9 .4 0  B.OO 9 1 .0 0  6 .6 0  1 * 0 .2 0  4 2 1 .7 0
In a p a c u a m a  0 .0 0  O .o o  O.OO 0 .0 0  B.OO 0 .0 0  0 .0 0  0 .0 0  B.OO 0 0 0
A i M ,  la a la  A a q w ip . 0 .0 0  14 0 0 .0 0  1604 .79 0 .0 0  9 4 .1 *  0 .0 0  9 7 1 .9 4  0 . 0 0  95 #  09  0 .0 0  0 .0 0  B.OO * 4  90 #4 00 .6 0  2 9 * 5 . («
C o n n r« a n c v  ( I X )  1 1 7 .7 0  * 9 6 .9 2  1 ) 9 .0 0  5 4 9 .9 0  1 5 * .  1 *  2 0 .0 0  9 .0 0  5 9 .7 9  2 *  29 I H 4 . 4 *  9 9 . »
fO la l  O ia b u a a a a a n la  4 6 /1  * 6  4 )9 1 .0 9  1 8 07 7 .50  1 9 *1 4 .1 9  71 19 .0 4  74 00 .02 77 6 1 .1 9  9 1 0 7 .0 9  2 9 0 1 .7 5  4 4 1 7 .9 1  4 2 0 .0 0  2 2 * 0 .1 4  1 0 9 .0 0  7 2 .1 2  9 9 1 .2 9  2 ) 9 4 .9 *  * 4 4 * 9 .4 *  4 4 0 *4 .4 #
( C a c a  ( d a f )  * f  c a c f i 1 0 /7 . /«  2 1 9 9 .6 0  1 1 3 0 0 .1 *  1 *0 8 7 .0 9  1 1 9 *1 .4 4  11830.12 1199 0 .09  1 6 2 a * .»  8 9 5 4 .1 2  1 2 *1 1 .9 #  0 9 1 4 .1 2  1 0 62 « .*1  « 4 0 0 .3 2  1 6 / 2 7 . »  70 1 4 .0 7  * 1 /1 . 1 7  916* . 0 /  9 *2 7  94
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Miscellaneous tools and equipment overran by almost $1,600. An 
expensive communications system became a necessary expenditure which 
was unforeseen in budget development.
Figure 3, developed from NS&W financial and accounting records, 
provides an encapsulation of the to ta l expense allocation. Labor, as 
expected, consumed over 50 percent of the budget. The s ta f f  managed
-  60
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F i g .  3  D i s t r i b u t i o n  o f  Expenses  -  1987
Othor (16 .3 X )
Prom oUon (1 1 .9 X )
inaurancs (7.9% )
Fuel (1.9% )
Rapolra (11.4% )
Labor (50 .6 % )
Source: Butte/Anaconda H is to r ic  Park and R a ilroad  C orpora tion , Operating
Data, 1987.
F i g .  4------ 1987 R i d e r s h i p
’O
C
io
7  -
4 -
3 -
Aug S«ptUoy
O PROJECTED +  ACTUAL
Source: Butte/Anaconda H is to r ic  Park and R a ilroad  C orpora tion , Operating
Data, 1987.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
the promotion budget e ffe c t iv e ly . S t i l l ,  those expenditures accounted 
for almost 12 percent of the budget. Repairs, although consuming more 
than 11 percent, were extremely reasonable in l ig h t  of the fact that 
the performance of a sixty-two year old vehicle on a task for which i t  
was not designed was highly questionable. The insurance budget was 
based on a quoted figure early in the development process. Fuel costs 
were surprisingly low in terms of early estimations; however, budget 
refinements made possible a fte r  the f i r s t  few periods of operation held 
true fo r the remainder of the season.
Figure 4, analyzes the to ta l ridership experience, and as 
shown, the budget figures were understated by 15 percent in the 
mid-year projection. Actual ridership was 9,457 as compared with the 
projected figure of 6,234, resulting in a favorable variance of 34 
percent.
Figure 5, depicts the level of usage hourly, da ily , weekly, and 
monthly. The average of da ily  to ta ls  was expectedly highest for the 
months of July and August. The degree of difference between June and 
July was not expected; however, BAHP discovered that despite the fact 
that the unit was enclosed, poor weather conditions d ras tica lly  
affected ridership. June has a high incidence of afternoon 
thunderstorms. Also, the vacation season does not re a lly  get in fu l l  
swing at th is  point.
This trend is reflected in the weekly to ta ls . The peak week is 
the las t  week in July, which is somewhat e a r l ie r  than anticipated. The 
difference in the weeks beginning in la te  July and lasting through most 
of August is s lig h t .  Perhaps next season, a d if fe re n t week in th is
62
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period w il l  emerge as the one with the highest usage. The sharp 
downturn in la te  August coincides with the end of the normal vacation 
season.
The d a ily  averages were somewhat surprising in that a higher 
count was expected for Fridays. This phenomena is unexplained at this  
point and another season w il l  be required before any valid  analysis can 
be made. The general trend of high use on the weekends and lower use 
during the week days was expected.
Hourly averages were also not much of a surprise except for the 
precipitous drop in the la te r  afternoon tours. The figures for the 
6:00 p.m. tour are somewhat misleading since the chart is based on 
cumulative data, and th is tour was canceled early in the season.
In summary, the corporation was pleased with the accuracy of 
the budget/cash flow projections and also with the encouraging 
acceptance of th e ir  f i r s t  project by the public. The remaining concern 
is the cash l e f t  to finance a ll  "pre-revenue" expenditures for 1988.
The adequacy of th is  amount is clouded by the one-time infusion of 
grant capital from Butte-Silver Bow and the existence of some 
extraordinary start-up expenses.
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PART I I I
EVALUATION OF PAST ACTIVITIES AND STRATEGIES
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CHAPTER 8 
OPERATIONS
The success of the operational elements of the NS&W can be 
traced to the experiences gained in the Montana Union Project, by 
detailed planning developed with the input of experts in the fie lds  of 
ra ilroad  operation and regulation, and f in a l ly ,  with the knowledge and 
experience gained by other touris t ra ilroads.
F irs t of a l l ,  the in i t i a l  year's objectives were scaled down to 
a more reasonable le v e l.  The route was kept short, a single unit was 
employed, and sta ffing  was confined to a level that permitted safe 
operations while preserving the a b i l i ty  to adhere to statutory 
requirements and maintain control over the corporation's financial 
positions. Secondly, the embarkation point was located adjacent to the 
World Museum of Mining that had a history of a high number of touris t  
v is i ts .  Third, the s ta f f  and operating crews were persistent in 
improving the effic iency of the operation. F ina lly , the operation was 
confined to sections of track that needed only minor repair.
The Route
Research conducted for the Northeastern Minnesota Tourist 
Transportation Studyl^ produced the information contained in Figure 6.
l^Bieberbach & Associates and Richard K. Lyon, "Northeastern 
Minnesota Tourist Transportation Study," 1986.
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For several reasons such as right-of-way acquisition, maintenance, and 
operating costs, most to u ris t railroads are less than five  miles long. 
The data contained in the scattergraph in Figure 7 would seem to 
present a strong argument that attendance is d ire c t ly  related to 
distance; however, when subjected to hypothesis testing, the evidence 
is not conclusive:
1. Hypothesis
Ho : p = 0 {Attendance is not d ire c tly  related to the 
length of the t r i p ) .
HI : p = 0 (Attendance is d ire c tly  related to the length 
of the t r i p ) .
2. Test s ta t is t ic :
The ' t '  s ta t is t ic  is used since variances are unknown and 
sample size is small (<30).
3. Significance level:
Let = 0.05 in order to reduce the poss ib ility  of a 
Type I error occurring.
4. Decision rule:
Reject Ho i f  the computed t  is less than or equal to 
-2.1604 or greater than or equal to +2.1604.
5. Calculations:
r ,  or the correlation coeffic ien t that measures the 
strength of l in e a r i ty  between the variables, has a value 
of - .5 7 ,  and therefore, there is not a good f i t  of the
69
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regression lin e  to the scatterplot data. The value of t  
as computed by
X -
t  = s / rn
is -2.49
6. S ta t is t ic a l  decision:
Since -2.49 is less than -2 .16 , the null hypothesis cannot 
be re jec te d .14
7. Conclusion:
The data does not necessarily indicate that attendance is 
d ire c t ly  related to the length of the t r ip .
Factors such as distance to a metropolitan area, number of tourists, 
and the quality  and quantity of other touris t attractions may have more 
impact. The point is ,  however, that the NS&W fa l ls  into a class of 
railroads that may have reached the same perceptions regarding the 
d i f f ic u l ty  of being pro fitab le  and therefore surviving: regular
operations over ten miles are d i f f i c u l t  and expensive and at the same 
time do not necessarily result in increased ridership. While the NS&W 
currently holds a lease for nearly twelve miles of track, the operating 
segment now consists of only three miles. In addition to the data 
described above, the investment required to improve the remaining 
sections was beyond the a v a i la b i l i ty  o f existing resources. The 
decision to gain experience over the smaller route was sound.
l^Wayne W. Daniel and James C. T e r r i l l ,  Business S ta t is t ic s . 
4th ed. (Boston: Houghton M if f l in  Company, 1986), 398.
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The S ta ff
Early in the planning stages of the NS&W, staffing  consisted of 
an administrative group in addition to the operating crews. This s ta f f  
was then conceived to consist of a fu ll - t im e  d irector and secretary- 
bookkeeper. Because of the uncertainty of expenses and revenues, BAHP 
elected to operate the M-10 with a crew of three individuals. Labor, 
being the single largest expense item, caused BAHP to consider reducing 
the crew to two. A fter considerable review, a conclusion was reached 
that for safe operations, the three-man crews were essential.
The administrative s ta f f  was c learly  a high r isk  venture 
p a rt ic u la r ly  in the f i r s t  year. In order to get through the f i r s t  
season, the Board of Directors elected to provide a bare minimum s ta ff  
consisting of a part-time secretary-bookkeeper. During the course of 
the season, th is  arrangement proved to be adequate largely due to the 
commitment and interest of the employee. The workability of this  
arrangement should not be construed as normal, since the caliber of the 
employee is exceptional.
During the off-seasons, payroll and tax information s t i l l  have 
to be developed. In addition, much of the planning and promotion work 
as well as fund raising occurs during th is period. The NS&W has not 
been overly successful in these crucial areas, primarily because of 
in s u ff ic ie n t resources to research sources of capital and develop a 
strategy and apply for i t .  Further, since a l l  considerations for  
expansion have to be coordinated with loca l, state, and federal 
e n t i t ie s ,  the plans fo r additions to the railroad move slowly.
Expansion of the NS&W is a practical matter only because some of the
7H
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
directors have devoted much of th e ir  spare time and have been able to 
persuade th e ir  employers to use th e ir  time to occasionally work on 
ra ilroad  projects. Of course, there is a l im it  to the amount of these 
in-kind services.
For the ra ilroad  to continue its  expansion and improvements, 
the f i r s t  order of business is to acquire at least one fu ll- t im e  s ta ff  
person having a capability  to organize and carry out promotion and 
financing a c t iv i t ie s .
The Schedule
In the post season review in Part I I ,  Figure 5 portrayed an 
hourly ridership curve that established mid-afternoon as having the 
highest t r a f f i c .  During th is peak period, the operating crews took a 
one-hour lunch period. Obviously the railroad missed a significant 
part of potential ridership. Schedules have been re-arranged in order 
to operate during th is  time of day.
The operating season i t s e l f  is f a i r ly  well aligned to other 
operations at s im ilar la titudes . Of th ir ty  f ive  excursion railroads 
examined, h a lf  had approximately equal operating seasons; however, 
several had weekend unscheduled operations.15 This would suggest that 
the current schedule could be expanded somewhat - at least during the 
early f a l l  - to include abbreviated weekend schedules.
l^George H. Drury, Guide to Tourist Railroads and Railroad 
Museums (Milwaukee: Kalmbach Publishing, 1987).
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CHAPTER 9 
MARKETING AND PUBLIC RELATIONS
Market Analysis
The only measure of passenger characteristics provided by the 
f i r s t  season was a simple count by t r ip .  This information provided 
indications on peak periods, and various other quantitative measures; 
however, nothing has been learned about the composition of the market. 
For example, the size of the local or area markets versus the true 
"tourist" market, the passenger age groups, and the number of return 
v is its  are a l l  unknowns. The data are c r i t ic a l  to developing 
advertising strategies and the evaluation of th e ir  effectiveness. The 
1988 season, therefore, is another "blind" season. Investments that 
are s ign ificant to the NS&W's budget have been made in out-of-area  
publications on the basis that "something should be done" outside 
Montana borders.
In addition, a heavy investment was made in the NS&W brochures. 
The BAHP does not know how effective  the d istribution plan was, or for 
that matter, has no basis for judging the worth of the brochure i ts e l f .
Advertising and Promotions
The data presented in previous sections indicate a high 
percentage of t r a f f i c  occurring in the peak season months. The data
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c le ar ly  indicate that although the average usage is fa r  less than the 
capacity of the M-10, several instances of fu l l  loads resulted in 
turning passengers away occurred during the peak periods. In order to 
smooth the ridership and hopefully resu lt in fewer turn-aways, these 
off-peak times need to be marketed. Special discounts for pre-sold 
t ickets  to area corporations, service groups, fam ilies, and other 
e n tit ie s  need to be introduced to achieve a higher ridership percentage 
throughout the season.
Aside from the local interest coverage contained in area media 
releases, very l i t t l e  promotion work was done. Advertising peaked 
during the early part of the season and tapered to nothing as the NS&W 
completed i ts  season. The absence of adequate finances to pay for 
promotion shifted the burden of public relations tasks to the s ta f f  and 
directors of the organization. Since i t  is primarily a volunteer group 
and paid s ta f f  are fu l ly  employed in completing operations tasks, very 
few resources are available to leverage free promotion work such as 
w riting feature a r t ic le s  for travel magazines, making appearances at 
appropriate public events and contacting potential user groups. The 
point is that despite the a v a i la b i l i ty  of free promotions such as 
these, there is a hidden cost in the time required to prepare and 
deliver messages concerning the project. The promotion e ffo rt  w il l  
continue to suffer until the organization determines that a paid s ta f f  
is affordable.
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CHAPTER 10 
FINANCE
Fares
While the decision to subsidize fares may have been a wise 
ta c t ic  in terms of promotion, the impacts of the decision l i e  in the 
financia l health of the organization. The confidence fostered by the 
funds made available by the Butte-Silver Bow grant was short-lived. 
Since the money was needed for capital improvements and start-up costs, 
th e ir  usefulness as an operations subsidy was minimal. Nonetheless, 
the perception of BAHP concerning its  su rv ivab ility  was clouded by the 
grant funds.
Table 11 is the contribution income statement using actual 
expenditures for 1987. The breakeven analysis described e a r l ie r  pointed 
to fares in excess of $7.00 based on the projected ridership of 6,232; 
however, with the increase in the number of fares, the NS&W was able to 
provide a much higher contribution margin than was anticipated in the 
early planning process.
The break-even analysis based on data contained in Table 11 is 
as follows:
Number o f tr ip s  required 1,409
(fixed  costs/unit contribution margin)
Passengers required at $2.50 16,796
75
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Table 11
BUTTE/ANACONDA HISTORIC PARK AND RAILROAD CORPORATION 
Contribution Income Statement For The Year Ended December 31, 1987
No. of trips per year 
Act. passenger count Avg. passengers per trip 
Average occupancy
740
9,45712.78
45.64%
TOTAL PER TRIP PERCENT
Sales $23,725 $32.06 100.00%
Variable costs: 
Track repairs 
M-10 repairs 
Fuel
Supplies
Fees
3491,662
960
125
424
0.47
2.251.30
0.17
0.57
1.47% 
7.01% 
4 .04% 
0.53% 
1.79%
Total var. costs $3,520 $4.76 14 .84
Contribution margin $20,205 $27.30 85.16
Fixed costs:
LaborTravel
Insurance
Promotion
Supplies
Prof. services
Office rent
Telephone
Postage
$24,939
953
3,875
5,863
142
1,614
300
73152
MM MM MM MM MM
-
Total fixed costs $38,469
Net income ($18,264)
Source: Butte/Anaconda H is to r ic  Parks and R a ilroad  C orpora tion ,
O pera ting  Data, 1987.
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Required number of passengers per t r ip  22.70
Required occupancy rate 81.06%
(assuming existing number of tr ip s )
Required fare at 9,457 passengers $4.44
The variable that was tru ly  unpredictable was the level 
r idership . The difference of 34 percent in projected versus actual 
fares contributed most s ig n ifican tly  to the reduction in the level of a 
break-even fare. In addition, close scrutiny of the expenses by the 
s ta f f  kept the cost of the operation at or about the level projected.
In retrospect, a fare increase of only $0.50 would have yielded 
an additional $4,729, assuming that the ridership would have held 
constant. Since the s e n s it iv ity  of ridership to the price of the fare 
is unknown, the assumption is risky.
In terms of value, some comparisons can be made with other 
to u ris t ra ilroad  attractions. Table 12 provides data on eighteen other 
organizations. Since the fares obviously vary with distance and time, 
measures of central tendency are provided using the fare per mile and 
per hour data. In th is  sample, the mean, as determined by
X = Zxi
n
for the fare per mile is equal to $0.56. The fare per hour mean is
$4.78. Tables 13 and 14 further describe the data in frequency
d istributions fo r fare per mile and fare per hour. Class intervals
were established using Sturges' rule wherein;
k = 1 + 3.322 (log^Q 18) 
k = 5
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However, k is less than the recommended minimum of 6. And since a 
multiple of 5 is desired in the interval widths, the number of 
intervals  is adjusted to 7 for fare per mile, and 6 for fare per 
hour.lG
The interval widths were determined by:
(range o f  fa res  per m i le )  = h ighes t value -  lowest value
Rm = 1.63 -  10 
Rm = 1.53 
Rm = 1.53 = ,25 
k '  7
and;
R  ̂ (range o f  fa re  per hour) = 7.74 -  2.00
R  ̂ = 5.74
Rh = 5.74 = 1 
k 7
IGoaniel, Wayne W. and James C. T e r r i l l ,  13-14,
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TABLE 12
FARE PER MILE AND PER HOUR FOR SELECTED TOURIST RAILROADS
Attraction
Trip
Miles
Trip
Hours
Adult
Fare
Fare Per 
Mile
Fare Per 
Hour
Algoma Central 300 9.3 $72.00 $.24 $7.74
C a li f .  Western 20 3.5 12.00 .60 3.42
Cape Cod and 
Hyannis
70 2.3 7.00 .10 3.04
Cass Scenic 
Railroad
11 4.5 9.50 .86 2.11
Conway Scenic 
Railroad
11 .9 4.50 .41 5.00
Cumbres and Toi tec 64 7.0 27.00 .42 3.86
Durango to 
Silverton
90 9.0 28.10 .31 3.12
Eureka Springs & 
North Arkansas
4 .8 5.00
i
1.25 6.25
Georgetown Loop 6 1.0 7.50 1.25 7.50
Greenfield V illage 3 .3 1.50 .50 4.50
Heber Creeper 32 2.0 9.50 .30 4.75
Lamoille Valley 70 4.5 15.00 .21 3.33
Roaring Camp & Big 
Trees
6 1.3 9.75 1.63 7.50
Royal Hudson 80 5.5 14.00 .18 2.55
Stone Mountain 
Scenic Railroad
5 .4 2.50 .50 6.00
Strasburg 9 .8 4.25 .47 5.67
Texas State 50 4.0 8.00 .16 2.00
Valley Railroad 
Company
10 .9 6.95 .70 7.72
Source: Wm. H. Bieberbach and Associates et a l , "Northeastern Minnesota
Tourist Transportation Study," 1986.
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TABLE 13
FREQUENCY DISTRIBUTION, FARE PER MILE
Fare per Mile Frequency
($)
< .25 5
.25 - .49 5
.50 - .74 4
.75 - .99 1
1.00 - 1.24 0
1.25 - 1.49 2
1.50 - 1.74 1
Total 18
Source: Butte/Anaconda Historic Park and Railroad
Corporation, Operating Data, 1987.
TABLE 14
FREQUENCY DISTRIBUTION, FARE PER HOUR
Fare per Hour Frequency
($)
2 - 2.9 3
3 - 3 . 9  5
4 - 4 . 9  2
5 - 5 . 9  2
6 - 6 . 9  2
7 - 7 . 9  4
Total 18
Source: Same as above.
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The comparisons of the sample data to equivalent measures for 
the NS&W are as follows:
Sample mean fare per mile: $ 0.56
NS&W fare per mile: 0.41
I
Sample mean fare per hour: 4.78
NS&W fare per hour: 3.33
The data suggest that in comparison with the sample
organizations, the NS&W is providing i ts  services at below market 
prices. While each en tity  has undoubtedly considered the forces of 
market demand, costs of th e ir  operations, and the objectives of the 
sponsoring organizations, the true measure of value is in the 
perceptions of the r iders . People w il l  pay according to th e ir  value
judgments. In addition, local and national markets may have d iffe ren t
standards. I f  the NS&W targets more national trade, then the strategy
to increase prices to the mean levels above would probably be less
risky than i t  would be in the case of a predominantly local market.
Based on the need for more revenue and a rather shallow 
analysis of national information, the NS&W probably has the la titude to 
increase i ts  fares (within some l im it )  without the danger of losing 
ridership . Once again, the need fo r analyzing NS&W's market interplays 
with decisions regarding rate establishment.
Capital
The above analysis indicates that while there is a possib ility  
that the ra ilroad  operation may be a l i t t l e  more than self-sustaining, 
p ro fits  generated w il l  f a l l  short of providing the means to acquire
at
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additional capital assets. Further, expanded s ta f f  is likewise an 
u n rea lis tic  objective i f  the means of support for the organization is 
l im ited to ticket-generated revenues. The long-range plan is doomed to 
f a i l  unless capital can be injected. In addition, the capital has to 
be in the form of grants, since i t  is not l ik e ly  that the organization 
w il l  generate adequate revenues to repay princip le and in terest.
Equity financing is not a consideration since the r isk  for excursion 
railroads is notorious and investors would not be attracted to this  
project.
Donations are always a consideration since the BAHP is 
class ified  as a non-profit corporation and has a tax exempt status.
The amount that could be expected from th is  type of revenue would again 
f a l l  short of the necessary funds.
As is the case with most en tit ie s  of th is type, financing in 
the form of grants from public funds and private foundations are the 
mainstays of expansion programs. The public funds sources are 
extremely lim ited , and most programs have been severely cut back or 
eliminated. BAHP has managed to acquire state and local assistance as 
mentioned previously, but the prospects of receiving additional funds 
from these sources has been a l l  but eliminated.
The prospect of raising funds lo c a lly  from area businesses is 
not a viable consideration since the Butte area seems to have more than 
i ts  share of community welfare projects. Moreover, one of the 
objectives of BAHP is to establish i t s e l f  as an asset to the area, not 
a burden to e n t it ie s  in the economy.
8?.
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Private sources of capital ex is t, but the competition for these 
funds is extreme. BAHP has institu ted  an e f fo r t  to research and apply 
fo r  these funds, but the lack of s ta f f  to perform this task has made i t  
slow and sporadic.
BAHP cannot focus i ts  capital raising efforts  on any one of 
these sources. Any opportunity has to be investigated, and the 
p r io r i ty  use fo r funds should be to acquire a s ta f f  capable of 
continuing fund-raising a c t iv i t ie s .  The organization w il l  probably 
survive even i f  the ra ilroad in i ts  present state is the only source of 
support. In order to achieve its  objective of improving the area 
economy, the organization i t s e l f  must grow. And without grant support, 
s ign ifican t expansion is unlikely.
Other Income
NS&W, even in the early planning stages, considered prospects 
of generating additional revenue through the sale of various products 
that would expand on the theme of the ra ilroad . Since most 
arrangements involve purchasing an inventory and require an outlet for 
sales, the organization was reluctant to include th is a c t iv ity  in its  
f i r s t  year. However, as the operation became more routine, planners 
were able to devote more time focusing on the issues involved in 
marketing products. T -sh irts  were chosen as a tes t item since the 
investment could be controlled and would be minimal, and occasionally, 
passengers would ask about th e ir  a v a i la b i l i ty .  Screen printing was 
read ily  available in the Butte area, and orders could be produced on 
short notice in any quantity. Since the ra ilroad had no fa c i l i t i e s ,  an
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outle t presented somewhat of a problem. Butte merchants were 
approached and seemed w il l in g  to partic ipate on a commission basis. 
A fter fu rther review, NS&W elected not to pursue th is option. 
Commissions would range from 15 to 20 percent, and despite mark-ups of 
more than 100 percent, income would be heavily impacted. Secondly, the 
demand fo r the shirts would obviously be the heaviest right a fte r  a 
tour. With shirts in remote locations, sales would be considerably 
lower.
A fter exploring several a lternatives, BAHP resorted to 
displaying and selling  the shirts from the M-10. Although the 
situation was fa r  from desirable, f i f t y - s ix  shirts were sold, which 
accounts for 74 percent of the tota l inventory.
In terms of p ro f i ta b i l i ty ,  the tes t indicated that the T-shirts  
and probably other items would provide a s ignificant source of income 
for the organization. The sales, at least for the test phase, were made 
without additional labor cost since the operating crews managed to 
perform th is  added task between tours. I f  a building could be erected 
on-s ite , i t  is conceivable that current s ta f f  could support additional 
revenue generating a c t iv ity .
Table 15, derived from BAHP accounting f i le s ,  provides some 
insights on the p r o f i ta b i l i t y  of the item. The tota l sales of almost 
$475.00 produced a p ro f i t  of nearly 44 percent. The expense of $35.00 
was a one-time fee for constructing the screens. Retail prices are 
$8.50 fo r adult sizes, representing a 100 percent mark-up, and $7.00 
fo r  children sizes, which is a 75 percent mark-up. The sales tota ls  
d i f f e r  because some shirts were sold to employees for discounted 
prices.
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Table 15
Butte/Anaconda Historic Parks And Railroad Corporation Income Statement (T-Shirt Sales)
For the Year Ended December 31, 1987
ADULT CHILD TOTAL
SALES $313 $161 $475
COST OF GOODS SOLD PURCHASES 213 104 317
GOODS AVAILABLE 213 104 317
ENDING INVENTORY 85 0 85
COST OF GOODS SOLD 
GROSS MARGIN 
LESS EXPENSES 
NET INCOME
128 104 232
186 57 243
23 12 35
$163 $45 $203
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CHAPTER 11 
Organization
The role of the Board of Directors changes as the organization 
matures and grows. In the in i t ia l  stages, the Board's function was 
envisioned to establish c re d ib i l i ty ,  provide access to capital and 
other assets, provide leverage to acquire quick and favorable decisions 
from other e n t it ie s  that a ffect the organization, and to provide 
expertise in general areas of organization administration. These 
c r i te r ia  produced a membership of in fluen tia l individuals who carried  
heavy commitments to other interests.
During the formative stages, these qualities are most important 
but as the organization matures, d iffe ren t needs become evident. An 
organization such as BAHP, which re lies  on volunteer work, can i l l  
afford to l im it  membership to the individuals that have busy, 
complicated schedules. Conversely, a large membership can be 
cumbersome and in e f f ic ie n t .  In th is  situation, a solution used by 
other organizations is to establish a series of ad hoc committees to 
provide a worker resource.
In the case of BAHP, the organization stage occupied the better 
part of two years. During th is  phase, the organization was hesitant to 
expand i ts  a c t iv i t ie s  beyond those that were required to place and keep 
the NS&W in operation. I t  was concerned that testing the v ia b i l i ty  of
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i ts  ideas, ensuring that the operation was safe, and resolving the many 
issues that were involved in starting up a touris t ra ilroad. The 
burdens of th is  e f fo r t  f e l l  on the s ta f f  and a few of the more 
interested d irectors. These individuals were also responsible to 
provide information to the larger group such as that concerning 
markets, finance, personnel, operations, and associated legal issues.
In a very short time, the demands placed on these individuals became 
u n rea lis t ic . Execution of any growth strategy was impossible because 
of the time needed for administration of the existing elements of the 
NS&W.
Since an expanded s ta f f  was out of the question, the 
organization created a series of committees. I n i t i a l l y ,  these 
committees were composed exclusively of the directors. The result was 
a v ir tu a l fa i lu re  by a l l  these groups to function independently and to 
accomplish the objectives set before them. The inaction added to the 
burdens of those that were active in a ll  other aspects of the 
organization.
The dilemma of maintaining control and diversifying  
responsib ility  w il l  ex ist until a paid s ta f f  is recruited. In the 
interim, the best compromise appears to be asking directors to chair 
committees that consist of interested individuals from the communities. 
In theory, the directors should be able to maintain focus within the 
committees, and the a v a i la b i l i ty  of other individuals should provide 
the time and energy to carry out the task.
In terms of the directorship, a balance between influence and 
activism is needed. Fortunately, the terms of the directors are
8Z
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staggered, which presents an annual opportunity to insert new 
membership. The fac t that the membership on any board carries some 
prestige, the inactive members may be unwilling to resign. In that 
case, the organization has no other options except to expand the board 
or acquire a paid s ta f f .
The conclusion is ,  that in order for the BAHP to retain i ts  
v i t a l i t y  and innovation, additional resources have to be applied.
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PART IV 
THE NEXT FIVE YEARS
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CHAPTER 12 
CAPITAL EXPANSION PLAN
The NS&W in i ts  present configuration is a skeletal 
organization. Much has to be added i f  i t  intends to compete for 
national markets and also to sustain the area market's interest. In 
the early planning periods, the directors envisioned a series of add-on 
a c t iv it ie s  that would enhance the overall attractiveness of the 
ra ilroad operation. The route of the railroad stimulates c rea tiv ity  
since i t  passes through or near many areas that have unique structures 
or environments having h istorical significance. The many opportunities 
for expansion could foster disorganization; therefore, the directors 
established a five -year plan that consists of the following projects:
0 Depot Complex: The objective of th is project is to
provide a building located at the current boarding area to 
house o ffic e  space, t ick e t sales, re ta i l  sales of 
souvenirs and memorabilia, and possibly food concessions. 
In addition, the building would serve as a headquarters 
fo r  the BAHP and also, would provide on-site advertising. 
This project has a high p r io r ity  and an ad hoc committee 
has been formed to develop the concept. Options being 
considered include constructing a new building or moving 
an existing structure onto the s ite .  In e ither case,
9a
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volunteer labor w il l  be used for most of the work. 
Financing w il l  consist of new capital raised through 
foundation grants and/or contributions by area businesses. 
Line Expansion: The existing route stops approximately
midway of the length of the spur being leased from the 
State of Montana. The upper h a lf  contains undisturbed 
mining areas that would provide a unique asset to the 
NS&W. However, reclamation and salvage operations 
conducted over the past few years resulted in the removal 
of approximately six-hundred feet of track. In order to 
gain access to the upper part of the l in e ,  the track would 
have to be replaced. Through the assistance of area 
mining companies, the track w il l  be restored at l i t t l e  
cost to the NS&W, using track salvaged from other portions 
of the l in e .  The major concern is the condition of the 
t ie s  in the salvaged track, and a possib ility  exists for 
up to four hundred replacement t ie s .  Used ties  currently 
average $10.00 each. In order for the corporation to 
finance such an undertaking, new sources of capital have 
to be id e n tif ied . The poss ib ility  of obtaining ties from 
area railroads on a donation basis should also be 
investigated.
Adding More Units: The NS&W currently owns two
diesel-powered tram locomotives that are in need of 
substantial repa ir. The addition of one or more of these 
types of units plus a converted fre ight car would increase
91
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the passenger-to-crew ra t io  and would also provide the 
option of operating two units simultaneously. The 
acquisition costs of the fre ight car are minimal, and the 
conversion could be accomplished with donated materials 
and labor. The repair of the locomotives is another 
question. Since locomotive repair is a specialized s k i l l ,  
NS&W w il l  have to contract for labor. Materials could 
also amount to a substantial outlay since the units are
old and parts may be hard to find . These considerations
y ie ld  a conclusion that the addition of a unit or units 
w ill  not be feasible unless a grant is acquired to do the 
work.
In addition to the projects l is ted  above, other undertakings 
are planned by the BAHP that are not d ire c tly  associated with the 
ra ilroad  but would have an impact on i ts  operation. One of these 
projects that is p a r t ia l ly  financed and in the working phase is the 
reclamation of the Anselmo Mine Yard. This mine is immediately 
adjacent to the ra ilroad tracks, and in fac t, there is an existing
siding that goes into the mine yard. The objective of this rather
expensive project is to restore and refurbish a l l  the surface mine 
buildings and construct walkways with interpretive signs explaining the 
function and history of each of the structures. The NS&W would make a 
stop at the mine and would allow passengers to disembark to tour the 
s ite .
Developing s im ilar features along the route w il l  occur as 
finances and other resources permit. In terms of the ra i l  operation,
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these additions would provide a reason for repeat t r a f f ic  on the NS&W, 
helping to sustain i ts  local market as well as improving the appeal to 
out-of-area touris ts .
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
CHAPTER 13 
OPERATIONS
Railroad Expansion
Although there were occasions when the M-10 was f i l le d  to 
capacity and a few riders were turned away, capacity has not yet become 
a problem. The 1987 to ta l seasonal carrying capacity is as follows: 
Number of operating days: 103
Number of tours per day: 7
Estimated capacity based on a maximum of 28 passengers per 
tour: 20,188
Season occupancy rate: (9475/20188) = 47 percent 
According to studies conducted by the Lyon Group and William H. 
Bierbach & Associates, ridership expectancy lie s  within a range of 60 
to 75 percent.17 The problem with the NS&W is that during off-peak 
times, a few tours were canceled because of a lack of passengers. Yet 
during the peak hours, passengers have to be turned away. The peak 
periods occurred during midday as pointed out in Part 2, Chapter I I .
In order to take advantage of the midday t r a f f ic ,  the operations w ill  
not be closed fo r a lunch hour, which w il l  provide a to ta l of eight
l^William H. Bieberbach & Associates, et a l ,  "Northeastern 
Minnesota Tourist Transportation Study," 1986.
94.
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tours per day. Undoubtedly, the occupancy rate would have improved i f  
the additional midday tour was provided. I f  the issue of a nine-hour 
day proved to be unacceptable then the f i r s t  or last tour should have 
been eliminated.
The change in the schedule for the 1988 season w ill  increase 
the overall capacity but should also improve the occupancy rate since 
the added tour w il l  occur during the peak hours.
I f  the NS&W succeeds in lengthening i ts  route during this  
season, a charter or reservations tour w il l  be offered during the 
evening hours. Daytime tours along the extended route would involve 
more expensive fares and would t ie  up crews and equipment for twice the 
time required to operate on the existing route. Since the capacity per 
tour is lim ited to twenty-eight passengers and the crew size would 
remain at three individuals, costs per passenger would greatly  
increase. F ina lly , offering the extended tour on a regular schedule 
basis would exclude riders who would and could pay for the less 
expensive, shorter tour. The displacement aspect of the extended run 
would not occur on a one-for-one basis and the NS&W would probably lose 
ridership.
Beyond the 1988 season, the p oss ib il it ies  of adding an 
additional unit increase. In th is case, having an option of e ither the 
short or long tour may contribute to the ra ilroad 's  market and 
f inancial base. The longer route would be serviced by a consist of a 
tram locomotive pulling one or more cars. In th is application, the 
passenger-to-crew ra t io  could be vastly improved and perhaps fares 
could be made more reasonable for the extended tours.
9^
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The financial implications of operating a second unit are 
unclear since l i t t l e  is known about operating costs or expected 
ridership . The crews required for these units would consist of an 
operator having a higher s k i l l  level than that required by the M-10; 
therefore, the compensation rate would be greater. Each car would 
require i ts  own narrator and a single flagperson would be required. I f  
the unit consisted of a single car, the crew would total three 
individuals. For every car added, an additional crew member would be 
required. The maximum passenger-to-crew ra tio  presented by the M-10 is 
9.33:1 . The added unit with a single car would have a ra tio  of 
13.33:1. For a two car unit the ra tio  is 20:1.
While the track has an adequate number of sidings that would 
permit simultaneous operation of two units, other safety precautions 
such as signal devices and r ig id  operating procedures w ill have to be 
in place. The impacts on inspection requirements and insurance rates 
and coverage is unknown but must be investigated prior to any fina l  
decisions.
Merchandising
Test marketing the T-sh irts  provided some important insights 
regarding merchandising to the BAHP:
0 A market demand exists for merchandise that is associated
with the operation of the NS&W.
0 P ro fit  margins are large. For example, in the sale of
jus t f i f t y - s ix  sh irts , the BAHP realized a p ro fit  of 
$208.00.
9^
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0 A f a c i l i t y  is needed from which to display and sell the 
merchandise. Some resistance from other groups would be 
encountered in adding a merchandising segment to the 
ra ilroad . Their perceptions of undesirable competition 
seem steadfast even i f  the BAHP products were unique. 
Clearly, there is a need to include th is segment in the overall 
plan. The r is k  inherent in projecting annual ridership is such that 
the organization must cap ita lize  on any opportunities that w ill  augment 
i ts  a b i l i t y  to generate income. The capital expansion program that 
includes the depot complex w il l  satisfy even the near-term need for a 
f a c i l i t y  that can be used to display and market products. These 
products may take the form of a larger inventory of T -sh irts ,  
sweatshirts, engineers caps, posters, postcards, and other items. In 
addition, with the volume of v is ito rs  generated from the combined 
attractions of the World Museum of Mining and the NS&W, the fe a s ib i l i ty  
of providing a food concession should be investigated. In the near 
term, a simple outdoor b ro ile r  could be insta lled . Other options 
including portable vendor carts serving common fast food, along with 
items that are somewhat unique to the area, should be investigated. 
While the operation of any food service requires experience and 
additional labor, the NS&W may be able avoid these extra burdens by 
offering franchises to area restaurants.
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CHAPTER 14 
Marketing
The sophistication and effectiveness of the NS&W marketing 
a c t iv i t ie s  should improve as the operation matures. In the 1988 
season, more attention w il l  be focused on the composition of the 
ridership. Secondly, with the data provided in Part 2, Chapter 2, the 
NS&W has iden tif ied  tour times that need specific attention from a 
promotion standpoint. F ina lly , while the funds that are available this  
year fo r financing an advertising campaign are nonexistent, some 
e ffo rts  w il l  be made to determine area targets for future advertising 
outlays. The following is a discussion of various topics that are 
important elements in developing a comprehensive strategy. While the 
data necessary for analysis of these topics is not currently in hand, 
the BAHP has adequate resources to implement the data collection  
procedures. The data w il l  be reviewed by the organization i t s e l f ,  and 
a strategy w il l  be developed by a promotion/public relations committee 
consisting of area individuals that have experience in marketing and 
promotion.
Ridership Characterization
The potential exists to iden tify  which markets the NS&W is 
currently serving. The need to do so arises from the following 
considerations:
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0 Markets that are not being penetrated could provide the 
focus fo r an a lteration  in schedules or programs. For 
example, i f  the residence of large portion of the existing  
market is out of the area, then attention must be given to 
changing the features of the tour, expanding the tours to 
a fte r  work hours to include, fo r example, hors d'ovres and 
beverages. These measures are intended to stimulate and 
sustain a higher response from area residents.
0 Untapped markets would point to forms and areas of
advertising that would be most e ffective  in appealing to
specific segments. I f  the majority of t r a f f ic  is
area-based, measures w il l  be undertaken to place 
advertising materials in area hotels/motels and in 
locations that experience a heavy influx of out-of-area 
to uris ts , e .g .,  the National Parks.
0 The characteristics of current and potential markets w ill
influence the design and type of support/auxiliary  
projects that should be undertaken by BAHP. Interests of 
the ridership could sh ift  the emphasis in the capital 
expansion program to develop projects that re f le c t  the 
interests of the passengers.
In order to co llect th is information, a simple questionnaire 
w il l  be presented to passengers at the point of sale and collected at 
the end of the tour. Appendix E contains the questionnaire that w ill  
be d istributed to the sample group. Since i t  is unknown whether the 
population of riders is normally d istributed, a s u ff ic ien tly  large
99
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
sample has to be considered in order to establish that what is true 
about the sample is also true of the population. The desired estimate 
of p, the population proportion, is to be within .05 with 90 percent 
confidence. In the case of assuming a r id e r  population of ten 
thousand, a sample size is determined as follows:^®
n = Z pq
Solved:
n .  (1.645)^( 5 ) ( .5 )  ,  37, 
(0.05)^
From the data collected, inferences about the characteristics  
of the population can be made about the following:
1. Where most of the people reside
2. The size of the group riding
3. The age d is tribution  of the ridership
4. The length of stay and therefore the potential impact on 
area to u ris t business.
5. The source of awareness of the NS&W
6. What occupations are prevalent among the ridership
7. The se n s it iv ity  of the population towards the current fare
8. Overall satisfaction with the service
IBoaniel, Wayne and James C. T e r r i l ,  202-203.
loa
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The survey w il l  be a simple random sample chosen from matching 
a series o f f iv e -d ig i t  numbers with a sequence of f ive  d ig it  numbers 
obtained from a random numbers table.
Off-Peak Hour Promotions
The data presented in Table 16, derived from NS&W 1987 
operating data, reveal that with the exception of the early morning and 
la te  afternoon tours, the ridership is somewhat even throughout the 
day. During the week, lows occur on Mondays and Fridays. The monthly 
data indicate that the da ily  averages are considerably lower for May, 
June, and September.
TABLE 16 
NS&W 1987 RIDERSHIP PATTERNS
Hourly Averages Daily Averages Monthly Per Day Averages
10:00 - 8.6 Sun. - 94.0 May - 58.7
11:00 - 11.6 Mon. - 81,8 Jun - 64.1
12:00 - 12.5 Tue. - 92.3 - ' Jul - 106.4
2:00 - 18.9 Wed. - 89.1 Aug - 107.5
3:00 - 17.3 Thu. - 86.7 Sep - 68.2
4:00 - 13.8 F r i . - 81.7
5:00 - 9.0 Sat. - 109.2
While the BAHP would l ik e  to increase the overall usage, the 
data indicate that there is a clear opportunity to do so without 
considering added capacity in terms of more scheduled tours or 
additional units. The off-peak periods existing throughout May, June, 
and September was brought to the attention of the Public Relations/ 
Promotion Committee. The committee's strategy was to select area 
businesses, service groups, re lig ious organizations, government
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agencies, and others that may include these tours as part of th e ir
employee incentive programs, entertaining out of town guests,
contributions to area needy children and families and f ie ld  t r ip
a c t iv i t ie s .  The package includes offering packets of ten tickets  at a
cost of $30.00, usable fo r the following tour schedules:
Month Tour
May All
June All
July 10:00, 11:00, 5:00
August 10:00, 11:00, 5:00
September All
Letters have been sent to these area agencies explaining the 
program, and stating that a follow-up ca ll w il l  be made within a week 
of the mailing. The tickets  specify which tour times are relevant and 
also instruct the user that reservations must be made in advance of the 
tour.
This approach to one of the problems facing the NS&W is an 
excellent example of the benefits of recruiting volunteers with 
expertise in related f ie ld s . While the project has not been completed, 
contacting these agencies w il l  increase the awareness of the NS&W to 
potential users. In addition, the program is being carried out at 
l i t t l e  cost to the organization.
During the season, use of the t ickets  during the designated 
times w il l  be closely monitored in order to evaluate the impact of the 
pro ject.
Evaluation of Awareness
The to u ris t ra ilroad  is a re la t iv e ly  new a c t iv ity  and despite 
good local coverage by a l l  forms of the media, occasional and
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incidental data indicate that many area residents are unaware of the 
NS&W. While th is  may be the case, the degree of unfam iliarity  is 
unknown. And i f  the situation may exist lo c a lly ,  there is a stronger 
like lihood that i t  exists in other areas. Future marketing strategies  
w il l  be based on the nature and extent of the lack of awareness. In 
order to evaluate the extent o f fa m il ia r ity  of local residents with the 
NS&W, a telephone survey w il l  be conducted using the instrument 
attached as Appendix F. Those surveyed w il l  be chosen using a random 
number table to correlate the f iv e -d ig i t  random numbers with the las t  
f iv e  d ig its  of a telephone number. To estimate the proportion of 
households in the immediate Butte area that are aware of the NS&W, the 
sample s ize , computed by the method discussed in Part 4, Chapter 3, 
w il l  be 271. In addition to the awareness question, the survey w il l  
also co llec t information concerning:
0 How the awareness was developed
0 How often re fe rra ls  are made
0 Impressions of how well users l ik e  the project
0 What form of promotion would be most effective
The importance of the NS&W in terms of a national attraction is 
simply nonexistent. This perspective must be kept in place when 
planning advertising investments, and the e ffo rts  to build the 
awareness should be kept to an area within one day's driving distance. 
Regional travel promotion organizations such as the Old West Region and 
the Gold West T err ito ry  publish annual travel guides that have 
c ircu la tio n  in excess of 500,000. In addition, state governments have 
t ra v e l / to u r is t  bureaus that not only publish travel and recreation
103
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
circu lars  but also maintain a wealth of information concerning the 
to u r is t  trade. Chambers of commerce in the larger c it ie s  within th is  
region also maintain information services that are frequently used by 
tra ve le rs . These organizations should be used to d is tribute  
information and brochures that not only promote the touris t railroad  
but also other area attractions. This form of advertising can become 
expensive; therefore, the BAHP has to be extremely selective on the use 
of resources to cu ltiva te  these markets.
In the past season, BAHP has contracted with the Old West 
Region to advertise the ra ilroad in i ts  annual travel guide. The 
survey of NS&W riders contained in Appendix F should provide some 
insights as to the effectiveness of th is advertising. And since Butte 
is in the travel corridor between Glacier and Yellowstone Parks, 
e ffo rts  w il l  be made to place brochures in hotel lobbies and 
restaurants at these locations.
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CHAPTER 15 
FINANCE OVERVIEW
Cash Flow Projections
Maintaining a positive cash flow is v i t a l ,  part icu la r ly  during 
the early  years of an operation. Establishing a sound credit rating  
and proving that the business is f is c a l ly  responsible w il l  pay 
dividends in la te r  periods. In addition, funding organizations and 
individual contributors w il l  be more l ik e ly  to partic ipate i f  they 
observe a consistent pattern of sound management and fiscal 
responsib ility .
In that regard, BAHP has devoted a considerable amount of i ts
e ffo rts  in ensuring that the operations w il l  be supportable on a
month-to-month basis. With the combination of acquiring an adequate 
amount o f start-up capital and exercising cost containment measures 
employed during the f i r s t  year, the NS&W survived with a positive cash
flow and a reserve of cash at the end of the year.
The experience gained by the f i r s t  year operation greatly  
assists the projections for the 1988 and following seasons. However, 
since 1987 was the f i r s t  year the NS&W operated, the experience, 
p a rt ic u la r ly  on the revenue side, is not conclusive concerning future 
years' business. In l ik e  manner, the expenses entailed start-up costs 
and, therefore, do not accurately portray what could be expected for
105
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
the continuing seasons. For these reasons, the problems associated 
with projecting cash flow for 1988 are almost as d i f f i c u l t  as the task 
was fo r 1987. The importance of the 1988 experience cannot be 
overemphasized. BAHP must be d il igen t in monitoring i ts  revenues and 
costs in order to construct a database that w il l  provide a better basis 
for future years' expectations.
Table 17 is a cash flow analysis for the 1988 season that 
assumes the ridership w il l  increase by a to ta l of 1,129 passengers or 
an increase of 12.6 percent. The basis of th is level of passenger 
usage is a resu lt of expected increases from the additional mid-day 
tour that w il l  be included in 1988. The analysis provides actual 
experience as the budgeted costs and revenues through the month of 
A p ril ,  and the beginning cash balance budget for May is an actual cash 
account balance. This provision is intended to baseline the cash 
position since the period of high a c t iv i ty  both in terms of revenues 
and outlays begins in May. The projected budget also assumes that the 
fare average w il l  be $3.45. The basis for th is fare is discussed in 
the following section.
Revenues are restr ic ted  to those generated by the sale of  
t ic k e ts . Other income produced by merchandise sales and 
contributions/grants is not considered in order to establish a 
re la t iv e ly  conservative outlook.
The largest cost category is labor, and the amounts shown on 
the analysis are based on hours required for the o ffice  manager, 
operators, maintenance supervisor, and flagmen. The to ta l s ta f f  
consists of eight individuals, a l l  working on a part-time basis.
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Heavy expenditures are anticipated for M-10 repairs since a 
major overhaul of the engine and the e lec tr ica l system w il l  be 
completed. Maintenance costs are reflected as a level of e ffo rt  
throughout the season. Insurance costs are based on a quote by the 
c a rr ie r ,  and because of the anticipated usage and past safety record, 
no changes are foreseen.
The monthly cash flows are positive except for the end-of-month 
balance in May. The negative balance is a ttr ibutab le  to the amount of 
investment that has to be made to tra in  the crews and to ensure that 
the equipment and other f a c i l i t i e s  are in suitable operating condition. 
These investments are made without a corresponding revenue increase 
since the only fares that are recognized are those that are charters 
fo r which the NS&W has received deposits. This particu lar month has 
potential for revenues that m ateria lly  exceed the projected amounts 
because of the conservative method of estimation. The amount of the 
cash d e f ic i t  is a concern to the operation in that i t  indicates that 
the cash reserves are seriously low. This conveys a need for the NS&W 
to build a cash reserve in excess of the $8,893.00 in hand at the 
beginning of 1988.
The year-end to ta l cash balance registers a s light improvement, 
which w il l  enhance the position for 1989. Based on th is projection, i t  
is c lear that the ra ilroad operation is self-sustaining but by a very 
marginal amount. Expenditures may not be precisely as they are for 
1988; however, th is  level of expenditures could be expected to continue 
fo r each year. The message is that BAHP cannot re ly  on ticke t revenues
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to finance expansion projects. These undertakings must have a separate 
funding base that should be in hand before the projects are undertaken.
Cost/Volume/Profit Analysis 
Table 18 portrays the projected income statement in a 
contribution margin format in order to analyze the p ro f it  potential,  
and to provide a basis for establishing the break-even points in number 
of fares and t ic k e t  pricing.
The cost structure of the operation is almost en tire ly  in the 
fixed costs c la s s if ica t io n . Since labor w il l  be constant without 
regard fo r the changes in the a c t iv i ty  base (number of fares), the 
inclusion of th is  cost in the fixed category exceeds the total of a ll  
other costs combined. Labor is considered fixed in the relevant range 
of handling one passenger to 100 percent u t i l iz a t io n  of the M-lO's 
capacity during the operating season. The unit has to be operated by a 
crew of three, regardless of the number of passengers on board. The 
director costs are also Included here since this obligation also exists 
independent of any fluctuation in passenger loadings.
The cost structure may be well suited to the NS&W since the 
fares are projected to increase. With the low amount of variable costs 
involved, large increments ($3.04) of the fare average of $3.45 w ill  go 
to o ffse t the fixed costs.
The assumptions used in th is  option include a steady state 
ridership as compared to 1987. I f  the projection is precisely 
accurate, the operation w il l  suffer a $583.00 loss. According to the 
break-even sales calculation obtained by dividing the fixed costs by
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the contribution margin ra te , a to ta l of $33,351 has to be generated. 
At $3.45, th is translates to 9,657 fares or an increase of 2.03 
percent.
In terms of the 1987 experience, th is level appears to be at 
hand. The confidence in the a b i l i ty  to achieve at least th is  level is 
buoyed by the fact that the to ta l season capacity of the M-10 fa r  
outstrips the usage. In fac t, the break-even occupancy is only 44 
percent o f the to ta l available capacity. As mentioned previously, 
estimates for other operations range between 60 to over 70 percent.
The conclusion here is that i f  the current ridership is 
maintained at a level of $3.45 per fare, the railroad w il l  survive the 
1988 season. In succeeding years, the escalations produced by 
in f la t io n  w il l  be o ffset by a corresponding increase in the price of a 
fa re . The tes t w il l  once again rest on the accuracy of the revenue 
projections. In that regard, 1988 w il l  be a bell-weather year fo r the 
organization since i t  is the f i r s t  year that the fare prices have been 
set to absorb the costs. The market reaction is impossible to predict 
without further experience.
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T ab le  18
BUTTE/ANACOMOA HISTORIC PARK AND RAILROAD CORPORATION 
Contribution Income Statement 
Projected For The Year Ended Dec. 1988 
(Assumes 9475 Fares a $3.45)
Number of tr ip s  per year 784
Estimated passenger loadings 9475
Average passengers per t r ip 12.09
Average occupancy 43.16%
TOTAL PER TRIP PERCENT
Sales $32,689 $41.70 100.00%
V ariab le  costs:
Track repairs 250 $0.32 0.76%
M-10 repairs 1,520 $1.94 4.65%
Fuel 1.035 $1.32 3.ir%
Supplies 83 $0.11 0.25%
Fees 993 $1.27 3.04%
Total variab le  costs $3,881 $4.95 11.87%
C ontribution margin $28,808 $36.74 88.13%
Fixed costs:
Labor $21,900
Travel 310
Insurance 3,875
Promotion 2,000
Suppt i es 83
Professional serv. 120
O ffice  rent 140
Telephone 860
Postage 105
Total fixed  costs
Net income
$29,393
($585)
Break-even points:
No. of tr ip s  required 800
(fix e d  costs /un it contribution  margin)
Passengers required 3 $3.45 9,645
Required no. of passengers per t r ip  12.30
Required occupancy ra te  43.94%
(Assuming projected tr ip s )
Required fare  3 9475 passengers $3.51
Source: Butte/Anaconda H is to r ic  Park and R a ilroa d  C o rpora tion ,
P lann ing Data, 1988.
i n
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PART V 
CONCLUSIONS
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CHAPTER 16 
LONG TERM VIABILITY
The NS&W has had a good beginning. Organizers have d il ig e n tly  
planned i ts  operations and finances, and have done so by e f f ic ie n t ly  
using the resources available. Most of the management, as well as much 
of the physical improvements, were done on a volunteer basis. Even so, 
the ra ilroad  appears to be successful in terms of i ts  popularity, the 
operations are re la t iv e ly  e f f ic ie n t ,  and for at least the f i r s t  season, 
the financial performance was satisfactory. ^
The second season is evolving to one wherein improving the 
r e l i a b i l i t y  of operations and acquiring financing for future expansion 
w il l  be areas of concentration. And since BAHP is s t i l l  unable to 
support a larger s ta f f  e f fo r t ,  the tasks w il l  be undertaken by 
volunteers recruited from the Board and the communities-at-1arge.
The absence of a paid, fu ll - t im e  s ta f f  w il l  be even more 
noticeable in the future years. Volunteer e f fo r t  got the project 
started, but even in the second year, the support seems to be 
dwindling. More of the burden of administration is fa l l in g  on fewer 
resources. The e f fo r t  to maintain the current level of operation 
becomes greater and expansion of the ra ilroad w il l  be more d i f f ic u l t .
Forecasts are d i f f i c u l t  because of the unknowns of the NS&W's 
markets. I f  the ra ilroad manages to maintain i ts  current ridership,
I Î3
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the project w il l  survive. The assumption here is that the costs, 
including promotion, w il l  remain s ta t ic ,  and that the market w il l  
consist o f many repeat r iders, or that the passenger base is drawn from 
a large population. Costs, of course, can be controlled. Labor rates, 
fo r example, could be reduced from season to season i f  survival is in 
question.
The market assumptions, on the other hand, imply either that 
local patrons are so interested in the tours that they w il l  continue to 
pay fo r tickets  regardless of the content of the tours, or that 
awareness and interest in the NS&W has traveled beyond the local areas.
While some threads of fact may exist in either assumption, the 
probab ility  that the railroad w il l  lose ridership, i f  nothing is done 
to change i ts  features, is quite high. And in order to affect changes, 
time and capital must be invested. The BAHP does not possess e ither at 
th is  point and the r isk  of relying on volunteer labor to expand and\or 
change the ra ilroad on a frequent basis is high. The key underlying 
su rv iv a b il ity  w il l  be the BAHP's a b i l i ty  to provide continuous 
resources to a ffec t these changes.
I f  the ra ilroad is to survive, the Board of Directors must 
re a lize  that acquiring a s ta f f  is crucial. Even at th is early stage, 
the project has outgrown the a b i l i ty  of a few volunteers to administer, 
to market, to search for funds and do a l l  the other tasks that are 
required to support the current operation and to a greater extent, to 
achieve the five -year plan objectives.
The revenues, however, cannot support an expanded s ta ff;  
therefore, an a lte rn ative  source must be found. In searching fo r other
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funds fo r the near term, i t  should be clear that multi-year support 
would be expensive and not within the realm of a poss ib ility  i f  local 
resources were called upon to provide the funding. (In the near term, 
the NS&W's chances for sta ffing  assistance w il l  be the greatest with 
area firm s.) I f  a sta ffing  grant were to be received for an equivalent 
man year of e f fo r t ,  the NS&W would have the resources to prepare 
application fo r longer-term s ta f f  support, primarily through the 
application of ind irect rates fo r various specific undertakings funded 
d ire c t ly  by foundations and other sources. The issue is to acquire 
these near term funds as quickly as possible. The succeeding task 
would be to select the person(s) having the capability  to sustain the 
non-ticket funding resources through successful fund raising a c t iv ity .
In summation, the NS&W should survive for the next few years. 
The longer-term prognosis is that i t  w il l  reach a point wherein 
declining revenues w il l  jeopardize the objective of being 
self-sustain ing . In order to counteract this gradual decline, the BAHP 
has to provide the means to support a stronger s ta f f  resource which in 
turn , should add to the revenue base. Railroad expansion and 
hypothetically a resultant larger attendance w il l  sustain the v i t a l i t y  
and financial su rv iva b ility  of the organization.
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CHAPTER 17 
IMPACTS TO AREA ECONOMY
An analysis of the impact that the NS&W has or w il l  have on the 
area economy is d i f f ic u l t  because of two facts:
1. The travel and tourism industry includes workers that are 
employed by re ta i l  trade and services industries as well 
as those employed in hotels and motels. Data for the 
la t t e r  are readily  available; however, the information for 
the segments of the tourism and travel industry is based 
on much less re lia b le  estimates. The problem stems from 
being unable to distinguish the impacts that tourism has 
on those establishments that service both the resident and 
to u r is t  markets.
2. Ridership data for the past year do not distinguish  
out-of-area passengers from those that are Butte 
residents.
A recent study prepared for the Montana Department of Commerce 
estimates that in 1983 for every worker in hotels and motels there were 
roughly two additional basic industry jobs in the non-motel/hotel 
sector o f the industry .19 Additional data provided by th is study 
include:
l^Richard Dailey, The Montana Travel Industrv. 1983, cited by 
Paul E. Polzin, "An Economic Analysis of Travel and Tourism in the 
Butte-Anaconda Area." (May 1985), 5.
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0 The travel and to u r is t  industry in S ilver Bow and Deer
Lodge counties employed about 1,250 persons in 1983.
0 Income per worker in the touris t industry was $10,300 in
1985. With a conservative adjustment for in f la t io n , the 
1987 figure would be about $10,918.
0 Approximately 378,000 out-o f-state  passenger cars pass by
Butte during the period of May 1 through September 30.
0 During 1985, a nonresident v is ito r  party spent
approximately $96.00 per day. Adjusted for in f la t io n , the
1987 rate would be about $103.00. About 25 percent of 
th is spending ends up as d irect income to Montanans 
working in the travel and touris t industry.
o The derivative industry m u lt ip lie r  (the change in
derivative labor income for each dollar change in basic 
labor income) is about 1.52.
0 Income per worker in the derivative sector was $15,500 in
1985. With a conservative adjustment for in f la t io n , the 
1987 figure would be about $16,430.
Based on these data, i f  one were to assume that one-fourth or 
twenty-five hundred passengers carried by the NS&W were out of area 
touris ts  who stopped in Butte just to ride the M-10, and that there was 
an average of four persons per v is ito r  party, the impact would be as 
follows:
1 . Estimated additional to uris t spending:
625 X $103.00 = $64,375
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2. Increase in basic labor income;
$64,375 X .25 = $16,093 (Non-NS&W)
$18.160 (NS&W)
$34,253
3. Increase in basic employment:
$34,253 /  $10,918 = 3.14
4. Increase in derivative labor income:
$34,253 X 1.52 = $52,065
5. Increase in derivative employment:
$52,065 /  $16,430 = 3.17
Without specific information concerning the ridership, the 
above is highly speculative. Data provided by the passenger surveys 
w il l  provide a more accurate estimate of the impact on the economy.
Even with the addition of th is information, economic impacts w il l  only 
be estimates since NS&W's data w il l  be included with other general data 
that is based, to a great extent, on assumptions and estimates.
At th is  stage of the project, impacts on employment and labor 
income are almost neglig ib le . The most important contribution that the 
NS&W has made to the area's economy is a sense of v i t a l i t y :  Citizens 
are creating a c t iv i ty  that takes advantage of existing circumstances.
In that regard, the NS&W has made an intangible contribution to the 
qua lity  o f the community. Civic leaders can c ite  yet another example 
of what Butte and Anaconda are doing to improve th e ir  lo ts .
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APPENDIX A 1915 GENERAL ELECTRIC ADVERTISING
Rc^siilts o f
M a in te n a n c e  reduced  lOç^ p e r  locom otive-m ile
Th e  saving in  locomotive repairs and engine-house expenses on the B . A . &  
P . due to  electric operation ranks next to  
the saving in  power costs. T h e  low cost of 
m aintaining the electric locomotives (some 
units have been in service since the electri­
fication in 19131 deserves the consideration 
of all ra ilw ay men. For instance:
— Average life of Grade F  pinions. 100,000 
miles; motor brushes, 12,000 miles.
— O nly 21'",' of contactor tips replaced after 
7 years service; average life of pantograph 
rollers, 1 year,
— N o t a single main commutator has ever 
been turned on account of wear.
— The 118 motors recently operated for 23 
months w ithout an armature failure of any  
kind.
— The average cost o f repairs over the past 
S-year period has been approximately 6 
cents per locomotive mile as compared w ith  
16 cents for steam locomotives in tne same 
service.
T h e  s tu rd y  C E -229  m o to r h « *  he lped  to  
keep do w n m a in te n a n c e  costa» I t  was th e  
Ar#t ra ilw a y  m o io r  d e iig n e d  fo r 2400-vo lt 
d -c . o p e ra tio n  an d  has m ad e  a n  en v iab le  
record .
Gen©r
General OlTieo 
Sclienectatly’. N. V.
Sales OCfices in 
all Imee cities
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a p p e n d ix  a  (CONTINUED) -----  1915 GENERAL ELECTRIC ADVERTISING
B
Etcctrific.\(
H e a v ie r  tra in s  h a u le d  a t  h igher speeds
Comparison of Su am and Electric Operation 
for One M onth
N o  r t f i r » in «
A v r r a t r  t o n n a i r  p e t
A v ffm ge  N A  (ra in#  p * r
. i » v
A»i"f*€e lim e  pw «n.>
  Î'TT__
” 272’
1761 
12.5 
i h r .  2S m in .
Cl«tiric 
 IQI4____
280
2378
9.3
\ h r. 45 min.
  •; _
2.94
35
25 6 ' 
27.5'
4500*ton  ore tra in  and  
ty p ic a l fre ig h t tr a in  o n  
th e  B. A . &  P.
G r e a t e r  tonnage at higher speed and w ith  fewer delays during electric opera­
tion o f the B utte , Anaconda &  Pacific has 
resulted in economy to the company and in 
shorter and easier hours for the crews.
D uring  one typical month, 2.94''^ more 
trains were operated with a total reduction 
of 75.12'/f, in time lost due to delays of all 
kinds.
The decrease in the average time per trip  
of 27.5^p in spite of a 35',' ,̂ increase in ton­
nage per tra in  resulted in a decrease of 
73.5%  in overtime in this service and 42f^  
in to tal time.
On the Missoula Gulch line, with a ruling 
gradient of 2 .5% , a single crew with double­
unit electric locomotive replaced two steam 
locomotives w ith complete crews.
The net result was a total decrease of $64. 
381 for engine men’s and train  men’s wages 
during the first year of electric operation.
Genicral O l'fico  
Üdionoct.u^’, N.Y. Company Sales Offices in all large cities
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APPENDIX B ORIGINAL M-10
.M A IN T K N A N C li OF T J Ii; C A T E N A R Y  S Y S TE M  ON T H E  II. A. & P. RV.
S | ) i ; c d ,  which was comparable with that of an auto 
truck, was too slow. To avoid running to wycing 
points it  was necessary to carry a turntable.
P rc tcn c  E q u ip m e n t
In  order to expedite maintenance work it was 
necessary to provide a tower car that would meet 
the following rctguircments and specifications; ability 
to cover the system with a safe speed of alxmt forty 
miles per hour; and to operate at the same speed in 
either direction. I t  should have an independent 
power unit, preferably have two four-wheel trucks, 
and a suitable cab mounted on a three-point
platform. Three separate valves are used— a supply 
valve, an exhaust valve, and one to operate the 
air brake which holds the platform in the position 
desired. Twenty-five to thirty pounds pressure in the 
eleven-inch cylinder will raise the platform, the 
amount used depending upon the load. The cylinder 
is insulated from the frame and cab, the air connec­
tions being made through rublier hose. Additional 
insulation is provided by insidating the platform from 
the supporting structure and in the wood underfranie 
and Door. All w i m h I  parts of the tower and platform, 
except Door, are of ash. f'luard rails arc provided on 
all four sides.
i
F i(. Tower*ckr Remdy lo t Road, weight 39.000 lb. .
suspension. The platform should lower to the roof 
so as to avoid unnecessary top heaviness while run­
ning and should be proportioned so as to furnish 
ample working space. The platform on such cars is 
usually mounted so as to overhang, permitting a man 
to step onto a pole when it is swung to the side. 
The car that was selected is designed specifically for 
railroad service. I t  is mounted on an Edwards rail­
way motor-car chassis of 14 tons capacity and IC-ft, 
centers, w ith two trucks each having four 24-in. 
diameter cast-iron wheels, and is capable of negotiat­
ing 2l)-deg. curves. A four-cylinder engine rated 75 
h.p. at ICl.O r.p.m., furnishes motor power in either 
direction through a four-speed transmission and chain 
drive to both axles of the rear truck. A ir brakes, 
lights, whistle, bull, sanders, and the requisite safety 
appliances are included.
The tower on the car is operated by com­
pressed air. The control valr cs are mounted on the
The front truck of the car is equipped with a cradle 
of simple design which functions in sueh a manner as to 
maintain a rigid central position when passing over 
straight track, while on curves it provides a yielding 
adjustment that greatly assists in minimizing the 
effect of objectionable lateral thrust. The rear truck 
consists of side and cross members constituting a 
rigid unit from which, as in front, the frame is sup­
ported by means of automobile type springs. The 
chain adjustment and rear truck alignment is main­
tained by radius rods.
Two air compressors are required with a combined 
displacement of IS cu. ft. The 6-ft. compressor is 
sufficient to maintain an adequate pressure for 
braking and general use. The 12-ft. compressor is cut 
in when the tower is being operated, and at other 
times when additional air is required. The car is 
equipped with a No. 4 L ittle Giant reversible air motor 
for boring poles in connection with stubbing, etc.
From: General E le c tr ic  Review, “Maintenance o f the Catenary System
on the B .A / & P. R y ." . February, 1927
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APPENDIX C —  MONTANA UNION CASH FLOW
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a p p e n d ix  d —  NEVERSWEAT AND WASHOE BROCHURE
a w a ? a
n n iL R O A D
R id e  the  ra ils  th a t o n ce  c a r r ie d  m ill io n s  o f  
tons  o f  o re  fro m  B u tte  m in e s  to  b e  c o n c e n ­
tra te d  a n d  sm e lte d  in  A n a c o n d a . See l irs t -  
h a n d  th e  h is to r ic  u n d e rg ro u n d  m in in g  
d is tr ic t  w h e re  fo r tu n e s  w e re  m a d e  a n d  lo s t; 
w h e re  m e n  r is k e d  l i f e  a n d  l im b  to  b r in g  
p re c io u s  m e ta ls  to  th e  s u rfa c e ; w h e re  o v e r  
o ne  h u n d re d  yea rs  o f  m in in g  has n o t e x ­
h a u s te d  the  r ic h e s  o f  th is  m a g n if ic e n t h i l l .
This M-10 m otorcar was built in  the Butte, 
A naconda  and  Pacific R ailroad shops in 
A naconda  around  1925, its pu rpose to m aintain 
the overhead  e lec trica l troUey wires of the 
B.A.& P. R.R. It is still pow ered  by the sam e 
Buick eng ine with a  dynaflow  transm ission 
w hich allow ed it to c re ep  slowly for inspecting  
a n d  repa iring  the overhead  pow er lines. 
R estored in  1986 to ca rry  passengers, it now 
rec rea tes m em ories of past m ining activities 
unsurpassed  anyw here else in the world.
The N eversw eat a n d  W ashoe R a ilro a d  is one o i  the 
pro jec ts  o i the B u tte -A n aco n d a  H is to rica l Parks  
System, a  n o n -p ro lit corporation  com prised  o t 
citizens from  B utte a n d  A nacon da.
TRAIN RIDE
across: Butte's 
Historic 
Mining Districts
Butte-Anaconda Historic Parks & Railroad Corporation 
305 West Mercury Street Room 203 
Butte, Montana 59701
406-782-5758
w
R a X L R O A D
BUTTE, MONTANA - 59701
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APPENDIX D (C o n tin u e d ) — -  NEVERSWEAT AND WASHOE BROCHURE
The Butte, A naconda a n d  Pacific R ailroad was 
on e  of the first in  A m erica to switch from steam  
to e lec tric  pow er b ecau se  hydro-electric  pow er 
in  the Rocky M ountains th en  becam e plentiful 
an d  ch e ap . Powerful G .E . box-cab  e lectric  
locom otives of the B .A .& P. R.R. pu lled  long 
trains of em pty o re  ca rs  u p g ra d e  on this track  
to the A nselm o, Kelley, M ountain C on, Stew ard, 
O rig inal, an d  the N eversweat m ines, to nam e 
a few. L oaded with h ig h -g ra d e  ores of co p p er, 
silver, gold , lead , an d  zinc . . . 
heavy trains of up  to 
sixty ca rs descen d ed  the 
Butte Hill beg in n in g  a 
twenty-six mile journey 
to the W ashoe Sm elter 
in  A naconda.
W Al KEHVILLE
/ M
btH ncL tr w i
uM ONTANA
B tH k t lE Y  P tI 
■a V IkW INC bTANLiHHOAOWAV St
Q r - 7  o n d  G P-B  dieau 
wt>t9 a d d e d , a n d  o p e ta te d  a k m g u d a  
th a  e/ec/fic to c o m a tiv a »  a n d e r  th e  
o vm rke o d  I r a i la y  w m M  a t  th e  
K e iie y  M u i* lo a d in g  y a rd t .
O f M INING
P LATIN U M  ST
NEVERSWEAT 
& WASHOE
C E N TE N N IA L AVE
M O N T A N A  
ST. e x it H A R 81SO N  
A VF F k jT  127
m in t taaiN
ib i tjPMLk[=□
utVvbV bLVü
Vl.VTO
CENlgN
Kill
SHOPPING
\  STODOEN PAAK
4 MUMtClPAL
HQLMtb Awfc
NEVERSWEAT & WASHOE 
TIMETABLE_____________
The Neversw eat & W ashoe 
Raiiroad o pera tes  d a i ly  Memorial 
th ru  Labor d ay . All b o a rd in g s  a t 
the  W orld M useum ol M ining 
en tran ce .
Tours d e p a r t on the h o u r at; 
10:00AM 3:00PM
11:00AM  4:00PM
12:00 N OON 5:00PM 
2:00PM 
F A B E : S2 .50  p e r  seat
TflAVEL MAP
^ 1 9 8 7 - W B  CARHART OESlON
Boftm Anaconca fa 's ;  ane Maa'oetf Ce/AOf#l>oe
ALL RIGHTS RESERVED.
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APPENDIX E
PASSENGER QUESTIONNAIRE
Residence: 
the map.
C irc le  number that corresponds to your area l is ted  on
1. Immediate Butte area {15 mile radius)
2. Intermediate Butte area (50 mile radius)
3. Southwest Montana (150 mile radius)
4. Other areas in Montana
5. Other Northwest states (Washington, Oregon, Idaho, Wyoming)
6 . Other states west of the Mississippi River
7. Eastern United States
8 . Other countries
B. Number in group;
1.
2 .
One
Two
3. Three-Four
4. Five or more
131
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APPENDIX E (Continued)
C. Age o f group:
1 . 5 years or under 5. 23-54
2 . 6-12 6 . 55-65
3. 13-18 7. 66 and
4. 19-22
D. Length of stay in Butte area:
1 . Less than overnight 3. Less than one week
2 . Overnight 4. One week or more.
How did you hear about the NS&W Railroad?
1 . Brochure 6 . Television
2 . Old West Region Magazine 7. Friend/Relative
3. Travel agent 8 . Chamber of Commerce
4. Radio 9. Hotel/service station 
employees
5. Newspaper 10. Other. Please specify.
F. Occupation
1. Skilled Labor
2. Professional/Cl erica!
3. Unskilled Laborer
4. Student
5. Retired/Disabled
G. Is the t ic k e t  price reasonable?
1.
2 .
Yes
No
H. How did you l ik e  the tour?
1 . I t  was great
2. I t  was OK
3. Did not care for i t
Was s ta f f  courteous?
1.
2 .
Yes
No 132
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APPENDIX E (Continued}
J. Was s ta f f  knowledgeable?
1. Yes
2. No
L. Other comments/suggestions.
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APPENDIX F 
AREA TELEPHONE SURVEY
A. Are you aware o f the NW&W operation?
1. Yes
2. No
I f  the answer is Yes, answer B and C.
B. Source of awareness.
1. Friend
2. Media
a. Television
b. Radio
c. Newspaper
3. Brochure
4. Referral
a. Friend/Relative
b. Agency
- Transit (Chamber, hotel, motel, restaurant, service 
station)
Other - -
C. Have you riden the NS&W?
1, Yes
2. No
D. I f  the answer to C is Yes, how well did you l ik e  it?
1. Very much
2. OK
3. Did not l ik e  i t
E. I f  the answer to D is No, what is the reason?
1. Time
2. Cost
3. Does not appeal
4 . Never think of i t
5 . Other
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